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Teacher'Center Program funded four pilot projects, one in Texas, one

‘assistance rendered by the Evaluation Research Center to the Texas Cen-

"~ INTRODUCTION

A. "BACKGROUND
Durinpg the second half of 1971 the Office of Education throughhthe

~

in Rhode Island, one in the Bay Area in Cahi’orma, and one in Washmgton,

AN

D. C. All are still in existence except Washington, which was discontinued

in"1974. From 1971 to the present the staff at the Evaluation Researeh

*

Center has provided a variety of ‘évaluationaservices; to these pilot pro-
jects. A list of reports prepared by the ‘staff at ERC for this {ime period

may be found in the b1bhography at the end of th1s volume.

L

This document reports on the fourth year of evaluat1on and technical

’

ter for the Improvement of Educational Services (TCHES). It discusses
the nature and extent of conaboration'a}nong Teacher Center partners

(representatives of local school districts, institutions of higher educa-

tion,. education service centers, the state education agencies, and the
' ‘ _ |
c-ommun1ty). P . . , <o

*

It is one of four reports prepared simultanéoﬁsly- Volume HI deals

~ with the work of ERC’s evaluators w1th the_Rhode Island Teacher Center;

‘Volume II deals with the Bay Area Learning Center during 1974-75; Volume I

cuts across.the three Teacher Center pJ.lots and offers some generalizations
/ ' ¢

' T . o™ - .

wt
v Y
‘ .
) . .
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concerning the Teacher Center idea based on ERC's association with it

at the program level (Office of Education) and the project Ievel (through .

RN \ o . ' -~
evaluation work a.nd technical ass1sta.n’ce delivered to the Teacher Center :

-

p1lots themselves).

B. EVENTS LEADING UP TO /I‘HIS YEAR'S WORK

i
L4

In August 1974 ERC's evaluators bega.n to pla.n the 1974-75 external

evaluatmn effort for the Teacher Center pilot projects. The primary focus:

of the work was to 1dent1fy and select the mobkt prom1S1ng aspects of each’
project--5Structures, processes, programs, and so forth--for in-depth

study and validation. * Tu\e purpose of this activity was to 'develop the basis ~

<

for an application'model of Teacher Centers. .

s

Procedures for 1dent1f1catijon and select1on of aspects or areas of each

o pllot to. be stud1ed mcluded (1)ya careful review of all mterna.l and external

documeénts’ available to the ERC staff; (2) an examination of prev10us1y
collected evaluation data (espec1a11y the unpact survey results); /(3) con~

sldermg the mput from USOE and Teacher Center officials; and (4) an

»y

. \
analysis of all three items‘above., The first two procedures were \

. straightforward, albeit time-consuming, tasks. The'third activity ,

involved a rewardgng but more complex process that seems to warrant

LY
? Al
.

s - -

. des?iription.

As an outcome of a prodgctwe meetmg of numerous mtereste‘g parti s,

held in Washmgton, D C. in February 1974, a Teacher Center Consortmm

.

(3

.#% "Validation" is used in this case to describe a verification process inclu-
' ding review of documents, on-site observation, and interviews.

»

. . .
PR A : A
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was formed. For 1974-75 this consortium includeﬁ\a\s meinbex_'s: Teacher

Center pilot project directors; regional OE project officers; ERC rep-

. . . L/

resentatives; and, as chairmen, the directors of the University of '
South Florida LTI on Education Personnel Devélopment.'
During a series of Teacher Center Consortium meetings, held in
N~

September and November 1974, and January 1975, disc\ussic.ans were held*

2
“

about the exterhal evaluation of the Teacher Center pilots. Further,
activities were carried out that ensured consortium members an opportunity

to identify and select promising aspects of the projeéts for in-depth study

in 1974-75. These activities inclyded first, a list of primary choices of

promising aspects, drawn up by each project director. Thesg lists \
* - L. EY . {

specified their selep@r criteria** and indicated the availability and nature

-

of documentation ‘wlhich would validate théir ‘choices; then they presented

their e{ralﬁatior_l plan, which called for further study of the following as«~
pects of Teacher Centérs by site:: ’

Al

e Bay Area Learning Center (BALC) - The nature and extent of

tri-district collaboration and staff devel'opment program activity
" was to be surveyed as was the START Center in Oakland in order
’ K ~ - ) .
to gather impact data on one ot the three local education agency
.t P v . ) <

-,

f '
staff development centers supported by BALC. v L
® . Rhode Island Teacher Center (RITC) - Thrée;aspects of the stﬁate

. N @
education agency based project were to be examined: (1) technical

** Examples of selection criteria were the extent to which an activity or
- aspect of the project contributed to the"attainment of its goals or was rated
particularly important to Teacher Center clients.

) 4

v
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~

S \a\ssistance to local education agencies. Also, impact data about '

! :
- . o .

-

assistance to local education age\nc'ie's by generalist consultants; .

(2) information service to educators; and (3) staff development.

- the project'a major components was to be collected and analyzed.

4
Following discussion and clarification of the evaluation plan for BALC

& v M . .
and RITC presented by the ERC staff, the Teacher Centé directors,” OE

v

officials and ERC representatives agreed to the conditions pf its acceptance.

> . . 4

) Texas Center for the Improvement 6f Educational Systéms (TCIES) -

¢

At first a further study of two of the several TCIES-supported

L[]
4

Teacher Center projects was considered. Dallas and Houston

were selected in order to collect data on.an urban local eduta-

\ 0
. 3

" tion agency-based project and a university and cémpetenCy-

based teacher education (CBTE}\effort respect1ve1y. Later,
' howev.e;‘, ERC OE and TCIES officials agreed upon a broader

effort: if was decided to conduct a study almed,at validating
. ) ° * <

4

.
¢

L 3

. the existence of collaborative educational activity among locél .

education agencies, institutions of high‘e’ﬁ\education, state educa-

tion agencies, education service centers, and community

[ -

representatives in Dallas, Fort Worth, Houston, San Antonio,

and Canyon/Amarillo.

3

matic information on each one is p,'r'esénted in Chai:;er 2, Section B,

2

The reasons for selecting these sites as well ad some brief program-

.-"




LA, PURPOSE OF THIS CHAP'I:? _ -

- CHAPTER 1

A BRIEF, PROJECT HISTORY

. The purpose of this chapte is to orient the reader briefly to the

development and operagion of this project over the time period July*1971

_to December 1974. 'The reader familiar with the project at least in out-

line may wish to gkip this chapter.

-

/s

‘

v A report being p;’epared by the Leadership Training Institute at the-
Umvers1tyv of South Florida and scheduled for d1str1but1on in the summer

of 1975«:optams further detaJ.ls on the Texas Center for the Improvement

of Educational Systems, (TCIES) L ‘

B. A BMEF HISTORY OF TCIES ' .- .

.

The Texas Center for the Impr'ovement of Educational Systemis is a -~

Ly - .
facﬂitatu;g agency intended to J.mprove teacher educ at1on in Texas. It
evolved frtom/ a series Qf devélopmental efforts that bega.n in I 961,‘w1th ¢
. {
the Tekas Sfudent Teacher ProJect. Supported by the Ford Foundat1on
3

in order to test tl}e r}eﬁon‘*‘that improvements in teacher educat1on couId be

madé through broadfescale mvolvement of profess1onal educators, student

teachers and'citizens in this early project organized a series of meetings

1 .
| -~

% 'I‘he history presentéd 1 this section is excerpted from Volume 1v,

The Texas Teacher Cent‘eﬂ\Evaluétmg the Four Teacher Center Pilots:

The Annual Report, June 30, 1973 - by Dr. John B. Peper. (I 80 Tex)
’ ) M . ‘E 2} ] - .

v 2

) i



throughout Texas to discuss needed changes in teacher education. From

those meetings came a clear indication that "ldrge scale change would

‘require,_ new kinds of institutional cooperation, revised teacher standards,
. )

* and additional legislative as well as financial support at the state level. "

» . Then, in‘19.67, the Education Professions Deyelopment Act was passed

. . . <
.o, -

specifically to provide assistance to state-departments of education, the

>
E

teaching profession, and universities and school districts in déveloping

.

‘'models.of teacher education i.'mprov_ement programs. In the first opera-
k\

~o

tional- year of the act, four reg1ona11y-based Tramers of Teacher Tramers

(TTT) proJeots were a,pprosfed mcludmg one at Soytheastern Oklahoma

~a
- l;' \\ ‘-; .~ Je .

State Un1vers1ty. 'I'he Oklahoma~- Texas project funde\th&Dauas I.ndepen-

'\: -~ .
==k,

dent, School Dlstrlct Teacher Training Complex. This complex was in ">

L d

operation a full year before Texas, as a state, submitted a mu1t1-1nst17 ~

tutional proposal for funding of a series of lighthouse Teacher Center

y

_projects. 3 . -

Included in this 1970 71. Texas performa.nce-based TTT project wer’ L

proposals from the Umvers1ty of Houston, Texas Christian Um,vers1 ty af

Fort Worth, West Texas State Un1vers1ty at Ca.nyon, the Un1vers1ty of

Texas at El Paso, and the Dallas Independent School D1strlct‘. In 1371 72

i - "

it was env1s1oned that each pilot site would develop an educatlonal coopera-

tive as well as a performance—pased system of presérvice education

within the universit‘y in co.operat.ion with the service center and the local

i

school district, The project.design also included a statewide coordination

‘

JRsN'3
. .




‘ the

- e e —

ex1sting mtra-agency‘ 'staff and facxht:.es would n_eed to be augmented by

d1rector of the Da.llas, Independent School D;str1ct's Teacher Trammg

v . ) ) T : sy
i, . : RNV AR * - s -
> / / . T al i - -

funct1on to be admun,stered w1th1h the ’I.'gxas Educanon Agency. Although

»/ v - . /
“ 3 ; . . e
statew1de coordm;atmn was desmable, 1.1: soon beoame ev1dent that

-1 r‘ v

. l

add1t1ona1 resources in order to make thé - effort;s of thls pro;ect conform

- ,, f.‘- e

N
to the reqmrements bemg mandated smultaneously by the state 1eg1slature. ;

1\-‘ L : .
In order to enhance the statew1de Qoordmatmn of" the TTT Program,,

hY

a.nd to link the performance] csimpetency—based educatmnal program develop-

.; .--z' -',/

ment to statew1de educat1ona1 leg1slat1on refbrm movemen“t,s, the Texas

7 rd
. ¢.’

Educat1ona1 Renewal Center (TERC) was estabhshed m 1971 Its f.].I‘St

Ay

e z\ et -

'Complex. In 1973 TERC became the Texas Center for the Improvement

«0.'
sy e

of Educat:.onaI Systems (TCIES).

‘
.
‘ '.-. ’

* The sta.ff of the center was .kept small dehberately m\order to serve as

)...._._

e r— e e 3 et < o e e s S . ,

LT,

. _‘/ ,

( '

iyt a:facﬂltatwe and orgamzmg resource rather than as a iarg‘e d1rect1on and

““ / ...... . ‘1

s .1dent1f1ed three inagor t\}n'us‘ts, n)a,meiy. ~pro;ect management, Teacher ‘

[

.."« l<'_

- : / . Center development and*‘learnfng Products mstallatlon.g E \j :'. :

v
. ‘/
. - M

.’,o

Co,nr:urrent 1?5‘7138&' \pro.]ect deveIopments, 1mportant 1eg1slat1ve
. !

.o'he.uges were occurrmg ‘m regard to both preserv1ce and m-—semce

S \‘ \ ' -/ L

:-- : teacher educat:.on prbérams.'m Texas. One of the drrect byproducts of

< ’. ;"'

.
/\l

. ".>'\'

TYRER

" .

".',“' “'-: ye “ .
A bﬁe‘ducaizon }lls

\ . "ti : u) \ c.

% “the pex:senﬁel'trammg conference sponso§ed by the Texas State, Tetacher
. \ A : u g .

Prpgect &vltlrf ds supphed fm the Ford Foundatlon 1n 1961 was a set

' \

ﬂaSSed ui the\ Texas legzslatt:re m 1969, Senate,,Bxu 8,
": o ; '.'. . B s “’"'; o | :

»

4
’
N

:
S

d1reetor was C. Kyle Kﬂlough WhO had formerl)’xbeen the arch1tect and - &/

-
.

LI
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_ tive ’,relationship be’c‘We.en the college or university and the pub11c school

known asg the Texas Student Teachmg A,ct,. was wrltten spec1f1ca11y to make
‘l N .
reSponS1b111ty for teacher edﬁ’cauon mthe clm;cal settmg a joint reSpon-
. / - / ,-
sibility of the local school d1str1ct aﬁd/the. umversit’y. House Bill 240;

’x

' thongh not a d1rec} outgrowth, de -make fundmg a prov1s1on in the basic

- .
r - .

salary gtnde for ten days of m serv1ce training for every teacher in the

- .

. 5
-,
/ .. .
A .
. ",.

P
Z} B '._‘j.,-"_, LA -

= a‘/-

Nstate each year. _ :.;_._ '_ A

Urider SB 8, approved programs were to be presented by local Teacher

RSP
.o P

Educat1on Centers tor the.,Texas Education Agency for cert1f1cat1on approval.

. hantd
. “)
-

The TEA, W1th the assmt’ance of colleges, umyersmes and public school

-~
- »~

personnel was directed to estabhsh standards for approval of public school

d1str1cts— to serve as Student Teacher Centers, and to define the coop‘/era- v
e .

_,,/
s

/
L /

jthat serves the student”teachmg program. ‘ ' , 7

Both the pubhc school district serv1ng as a student teacher center and

the,college or university using its facilities were to share joint respon- .

v
4

sibility for selection and approval of supervising teachers. Employees of

the district wére to serve in the program, and they were required to
-adbpt agreed upon contmumg in-serwvice 1mprovement programs for the © e

,superV1Smg teachers. Flscal support of the program was prov1ded in the

4
v

>

amount of $250 per. student teacher. L

-

'I‘he 1mpl1cat1ons of SB 8 were'far-reachmg in their directions toward

changing traditional means of teacher educatlon.ﬁ addition, the Texas

3

Education Agency took impetu's‘ from the bill for the development of new .

F4- SIS
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- ot .

~

standards for teacher certification and school district certification. -
\ i’ v t . Y !

The state board of education passed six new certification standards

.

. - . C .
in 1972 plus new accreditation standards for public schools to be phased

. ! n._' . .
_in over a five year period. (The certification standards were changed

® ’

in 197475 as the result of an opinion issued by the Texas attorney general

-to the effect that performance or competency-based teacher education/
1 - . C e
certification could not ‘be the 'sole, mandated mode for certification. )
. N i

-

It is app?rent, then, that a systemic improvement précess has been
mandated by legislative and regulatory authorities in Texas. First, pre-
service teachtr education was to g’acome a multiple institutional respon-

sibility with cooperation between local districts, universities and the

Texas Education Agency. Second, an organization known as a local Tea-

’

cher Educat(io'fl Center was required. Third, ten dayrs of in-service training

wasrequired. Perhaps of- greateét sign"ﬁicance was the'requirement to

. {
establish local Teacher Centers which provided an organizational

. .

imperative for cooperative preservice program development.

Obviously, the legislative mandates enumerated above required a

3

coordinating and information structure to augment the Texas Education

N |
ency's effort to ensure compliance. The:Teacher Center project was’ N
icy 2

. v ’ \
designated by the commissioner of education to take a facilitating and ‘ v

~

coordinatmg role with respect to this effort. The lighthouse.Teacher
Centers, training conferences for déans of colleges of education, and
, %

change agent tfaining and product installation all contributed sigriificantly

A /
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to the progress of this movement, but much more effort was to be required
over the next few years-if these p\’rograms could be expected to Iachieve
4 their intended purpose.
In the 1972-73 ’I‘eacner Center proposal an effort was made
to show the relationship between TERC, the Texas Education Agency,. the
Texas performance based TTT components, tne various associated national

groups, and the local Teacher Centers. The 1972-73 proposal was actually

a joint proposal for TERC and the Texas performance-based TTT compép-

-

ents project.
Approval of the single proposal would appea’r to have provided a unified
project, but the unity was not achieved until February 1973, when a meet-
, ing was held jointly betv.veen the state Steering Committee for the TTT
component and the TERC Advisory Board. At the joint meeting the t:;o
boards voted to merge into a new board with a much larger I;epresentaﬁwe
base to serve the %exas Center for the Improvement of Edgcatmnal Systems
During 1972 73 the ICIES p(roject was composed of seven major ,

*

components,(a:re'as of activity or functions). They w7ere: (1) management,
: i ; ‘

(2) "I‘eacher} Ce ter development,. (3) pr&?en products installation;

(4) evalu’ation, (5). national linkages, (6) change agent support, and (7)
information seérvices. Thesé components seemed to be highly mteractwe
and, at times ind‘istingu1shab1e in operation:: The concept of the Local

Cooperatix\r'e‘ eacher Education Center (LCTEC) grew out of an attempt
‘ L Y

.. .
to provide a ]vehicle that could deliver systemic changes in the other
) .

I

1
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, /
- components in the training of educational personnel. The Texas perfof-

r

mance-based TTT projects (Dallas, Fort Worth, Houston, West xas)
2 o : | |
" provided a structure for the emergent legislative and administpative action

0. -
3 ‘

for improving teacher training in Texas. The underlymg goals of the TTT
pro;ects as well as the TCIES Teacher Center pro;ects were: (1) that
teacher education must be performance-based; (2) that the setting for

%
teacher education should be an educational ‘coaperative; and (3) that teacher #

;
|4

education must form an integral part of the’ educational reform movement.
A Teacher Center within,the TCIES concept x;/as, then, a cooperative

of educational institutions designed to improve teacher education within a

[

given geographic region. Membership in the cooperative was to include

representation from (1) local school distrié:ts, (2) colleges and universities,
(3) education service centers, (4) the organized teaching profession, and
(5) the com.munity'se'rved by the/ Teacher, ‘\C“}enter. To satisfy its fiscal '

.
-

responsibilities, one of the ,members of tl!E cooperative served;as the
. T
designated fiscal agent, for state requu-ements decreed that the fiscal

. agent must either be a local schoo} d1strg'et, a college or un1vers1ty, or

H

S -
the education serv1ce center.

. A TCIES Teacher Center. therefore S not just a physical’'plant but an"
Porgamzatlon that m1ght be termed a holdmg company, although its ed{ucattonal

program may be operated froin buildings and other facilities of one or

more of the member mstimtions. All the‘se factors’ contribute t6 the under-

standmg of-the prOJect and its basic purpose, all of wh1ch must be grasped

~

if the Teacher Center concept is to be understood

1
o3
1

B
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Develépment of Teacher Centers has represented a sophisticated
aittémpt to share decision making, power and authority in new ways. The
most difficult task in the project in 1972-73 was explaining the virtues of .

the program to each participating institution in order to gain its

cooperation.

In 1973-74 the TCIES project continued the same thrusts, except that

*
it ceased to train additional change agents. There were a total of twenty-

" one Teacher Centers operating at various levels of development with .

TCIES support by that time.. To learn more about the nature of the Texas
Teaéher Center project, a series of evaluation act‘ivities was conducted
during 1973<74. They included: | B
' @ developing a detailed progra‘n}\ design for five fully operational
sites: Dallas, Fort Worth, Houston, San Antoriiq, and West

t
i

Texas State University at Canyon; .

o cond;zcting a survey to determine the level of installation and ‘
'impact ci\f major components gf each loeal Teache;: Center in '
these five sites; and, \

o . sfcud}ing the development a.nq condition of the TCIES project and

its relationship to the Téacher Centers.

A.brief overview of the five Teacher Center projects and some recent '

survey results are provided in Chapter 2, Section B, of this volume.

The remaindér of this section addressés the recent history of TCIES.

N

>

The accomplishmentssof TCIES (by now a staff of two ‘p_réfessionals) ' “
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x as of 1974 were numerous. 2 For example, Teacher Centers developed x
through TCIES support ex1sted They were operat1ona1 and individual . .~

teachers and students felt they were recewmg betteg: training. , .Other :

'examples:include: provision of many training actlvities; lmprovea com-
munication among" representatwes of various institutions; and the emer-
. / : - i

gence of a ded1cated and able cadre of leaders.

~

‘ There were, howeyer, .some factprs impinging upon thé deyelopn{ent
and performance of TCIES, such as unstable funcliﬁg. changes in xhlssion,
and certification complications. Additional and crucial factora of concern,

. »
which led to the study that ls presented in the rema}nder‘ of this volum:e.
were organizational inh nature and called for an examination 'pf Teacher_
Center structures, corhmunication, reéward mechaniéms, and the nature
of the collaborative process implied in- the "TCIES concept of Teacher

Centers.

C. THE LEGAL MAN DATES FOR COLLABORATION

+

‘A key factor in the growth of the Teacher Cen‘ters in Texas was the

enactment of Senate Bill 8 by the leg1slature of the state.' SB 8, which

became effective September 1, 1969, provided for the implementation of

4 .

a program of student trammg Four of its sections are as follows 7

- . ' Section 1. To provide college students, facilities and:supervision
for student ieaching experience required by law'as a preréquisite
? h . « 3
\L B ~ i . . -~y
2. Comments contained m this segment of the report were excerpted from
a report on TCIES prepared by Dr. Egon Gubafor ERC in June 1974.
(1 91 Tex) \ . .

-

* . » -
‘!‘ . ~
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to the issuance qf a valid Texas T ]achrqg Certlﬁcate, it is
necessary that joint respons1b111ty among the gollegesb or‘uni-
versities approved.for teacher education by the Staté Board of ,
Education of thig state, the Texas Public School. d1str1\ois, and
C " the State of Texas be’ hereby estabhshed. '

Secti_o‘n 2. The Central Educatlon Agency, w1th the asslsta.nce "\
'+ . of colleges, un1vers1t1es, and public school personnel shall
establish standards for approval of public school districts to g
serve as Student Teaching Centers and defme the cooperatlve
relationship betweén the collége or umvers:tty and the pubhc
school which serves the student teachmg program.. .

Section 3. The approved public’scho ol d1str1ct servmg as a.
Student Teacher Center and the college or university usnfg its

facilities shall jointly approve or select the supervising teachers, 4
employees of the district, to serve in the’ program and adopt.an
J ) agreed contihuing in service improvement program for sa1d
T supervising teachers. o

<

\ Section 4. There shall be pa1d to the pubhc school district servmg
as a Sfudent Teacher Center the sum of Two Hundred Dollars
» ($200) for each supervising teacher, to be an additional fncre-
ent for such additional services to the annual salary of edch such
supervising teacher, In addition there shall be paid to.the district
-the sum of Fifty Dollars {$50) per each supervising teacher unable
to assist in meeting the costs frcurred in providing facilities
for student teaching. This total, Two Hundred Fifty- Dollars
L ' ($250) per supervising teacher, shall be paid from the Minimum:,
*  Foundation Program Fund; this cost shall be considered by the /
Foundation School Fund Budget Committee in estimating. the
" funds needed for Foundation School Program purposes. The
total nurhber of supervising teachers to receive the additional
increment herein provided shall never exceed seventy percent
(70%) of the total number of student teachers enrolled in the
practice teaching program. ' N !
In 1969 and 1970 the Texas state legislature passed and malde effective
House Bill 240, It required that supervising teachers be paid for ten days -
L4 T :
in-service work. ”

L3

The passage of SB 8 and HB 240 encKuraged the coclleges and I;niversities .

5 4

' " N . v - g
and the schopl districts to cbllaborate in teacher education. Each super-

>

— ’
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vising teacher was to be paid $200as-an additional increment and receive ,
" ten days of paid in;service education. ‘The school district was to r'eceive
3 3~

.-t ¢ . . .
"+ + .. "$50 for each supervising teacher, that money to be used to assist in,

’

N

meeting the costs of pr}avi_ding the necessary facilities for ;;tudent teaching.

A}

I J{me 1972 the new Texas Sta.ndax:ds for Teacher Education and

. Certification were issued ‘Ey the commissioner of echication. The new '
. . R

standards were to set policy for the state, althou'gh they did not carry the
force of law. For the purposes of this document, two characteristics of

these standards are especially hoteworthy. First, they required that all

presently approved programs of ‘teacher education be converted to com-

*

petency/performance-based programs by Séptember 1," 1977, and that a

five year transition period to accomplish that end begin on Séptember 1,

3 . Ry )
] 1972; and second, that the immediate phasing in ofto::jftencylperformance-
:? _based programs should be dong in cooperation by the eges and uni-

2

versities involved, the local education agencies, and the professional

v

.organizations. ] -

The three major partners who were to collaborate in teacher educa- -

—

= tion were thus the colleges/universities, the school districts and the

4

professiontal associations. TCIES made it a requirement that the regional

-education service centers and the community also be represented on what

- - S
came to be cdlled the Local Cooperative Teacher Education Centers (LCTEC)
. N -

.in order to'qu'alify for its funds. %’

~ .

3. In 1975 the attorney general in Texas rendered the opinion that com~-
petency/performancg-based teacher education could be one route toward
certification, bit not the sole routes Thus, the mandate for competency-
based teacher education was rescinded.

o Lo -11-

ERIC ) \ : . 23
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, ~.CHAPTER 2

- METHODOLOGY

A. THE TOPIC OF THIS STUDY S .

Section B of the Introduction reviewed the events leading up to the.
selection of the topic of collaboration in Texas. The concept of collabora- ’

¢

tion seemed central to what TCIES was trying to accomplish and, ‘thus,

. became 0't;he ‘idea that would guide this study. The complexity of the topic

rd
t

and our.own predilections‘ suggested that on-site interviews be attempted.
Tin\1e and resource contraints served to narrow the field of potential sites

b}

to gge. the Local Gooperative Teachér Education Centers (LLCTECS) in

San Antonio, Dallas, West Texas, Houston and Fort Worth. The reasons

for choosing these five sites and some programmatic information on them

- are presented in Section B below. J .

[

Based on ERC's experience with the' Teacher Center program over

-

the 'yeans, and with the Teacher Center results in Texas, an analysis of *

-
L '.Y

the term collaboratiQn was atfempted., Generic questions thought pe'rtinenfc .

to organized collaborative efforts of any group were aiso posed. This

work resulted in a set of interview topics around which each interviewer

A}

‘was free to frame whatever questions seemed appropriate to the context

and indiv‘idual being interviewed.
v )

\

The topics, along with associated dimensions or explanatory questions,

»

o 44
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are listed below in order to give the reader a general impression of the

~ kinds of issues pursued b'y the interviewers.

1. Queries on ch_aracterisiics of advisory board at each site:
. . , ,
Who are the council members? What dre their names-and
affiliations ? _
What are'the byl aws?" How are the sites governed and organized?
What is the power structure? What are the legal or authorized
responsibilities and duties? . .
How are funds acquired? What are the.dollar amounts, from _
what sources, for what purposes, and to whom are they
, allocated? ©
What institutions are involved? How many, and what kind?
What aré the present activities? Where are they located?

.

What are the executive resources? .
What are the executive roles? |
What is the central organizational structure? -
| . How many rfieetings are held? How well are they attended and
what is their purpose? . ’

~

2. Queries on relationship to other agerfqies, such as the education
service centers, the Texas Education Agency, and TCIES: .

What is the hierarchical structure, both vertical and horizontal ?
What are the attitudes? How.dependent or independent are they ?
Haw, formal or infbrmal are the linkages? "L
- What is the amount of overlap? 'Is there conflict with charges
and responses of other bodies? .
Wha’c linkages exist between agencies regarding power struc-
, ture and funding? \ ;
3. Queries on LCTECS role and program:
What is the official charge? What does each group represented
' think it should be? - . °
What does the LCTEC actually do? What does a particular
representative group think it should do?
What is each group represented attempting to do?
—~_What does each group represented want to cease doing?
‘What does each group represented see as barriers or"indrances
to what it wants to do? U .
What does each group represented see as its strengths?, -
. What does each group represented see as factors/conditions .
. favoring its. position and interests?
. . 1 .

14

B
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What are the strengths/weaknesses of the LCTEC in the eyes

, of eaclh member group?
_ What are the facilitating forces relafive to'what the LCTEC, as .
a whole jwants to do?° What are the barriers? . .
: How representative is the LCTEC?

7
. 4. Querles on |the different histories and mterests in educat1on of .-

each group|represented: . -

What havejthey cooperated-on ?
What have they been in competition over or for ? .

. In what ways_have they seen each other as obstacles? as resdurces?
What have been areas of friction? What have been areas of
dissatisfaction?

What are the perce1ved interests and hopes of each gr?up in the
.~ development of the LCTEC:? g
4 bt ' ) 3 X &

5. Queries on collaboratiox} which involve both ining and receiving:
' Wbat does each group represented thmk it gives to and gets from
" “the LCTEC?

What does the LCTEC give to and get from the environment?. .

What is peij;;:ewed to lie in LCTEC control? (It may be impor-

tant to %stmgmsh‘between legal authorized plan perceived and
actual o rformance. ) . \

. - ,5 1.” ‘5

6. Queries oncommunication patte,rnS'j .

Who knoivs, whom ? L B -

What are the formal/ mformal commumcatwn patterns among, groups ?
What happens at meetings? ro

Who attends meetings? - . X /
What topics are discussed? " .
What attitudes toward the meetings are expressed by md1v1duals

' who attend them ?

. 7. Quer1es on constramts on the LLCTEC:

What procedures are followed?
What customs are observed? oL
What is the power structure? : /‘,. ~ -

B. THE FIVE LCTECs CHOSEN FOR THIS STUDY .

' EX

As noted in Sectlon B of the Introductlon, five gites were selected for

. , \

’ ]
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. Co ~ ..
the 1974-75 evaluation study. . They were: the Dallas Teacher Education .
' 4 .

Center, the Fort Worth Teach.er.Center, the Houston Teacher Center,
the San Antonio Teacher Education Advisory Center, and the West Texas

Stdate University Teacher Center. . These five sites were selected because.
. ' . . )(’ .
(1) they were fully/operational for at least two years; (2) they were involved

»

in the long h1story of ‘efforts to develop collaboratwe teacher educat1on
4
progx ams ‘in Texas (TTT and TER"*’), and (3) descriptive documents and

evaluation data for these sites were most read11y Yvailable. Of course

_‘ >

¢
logistics and avadable resoufees also constramed the total numw of

sites that could be’ studled.

In 1973-74 each_jf the five, yé‘Est;conhducted a-needs assessment of
stude;:t and teacher“needs .(the Houston Needs Assessment model was used
in; most cases) and an operat1ona1 p1a.n based on the needs assessment was
devgloped for each proJect. Many of the components or activities the’
pro;ects employed wer€ S1m11ar in that all f1ve sites had (1) a CBTE effort

An some- stage of development( (2) awareness conferences and programs

for use and adoption of proven products; (3) an internal evaluation component; !

- L] @ ‘\_ ~.

(4) m-serv1ce trammg programs, and (5) an advisory board to allow for =~

mtermst').tutlonal collaboratlon. Three sites, Dallas, Fort Worth and- SN

Houston, had an mformatlon/d1ssem1natlon system utilizing the Texas’ .

.

Ipformatlon Servme (TIS), and two S1tes, Dallas and. Houston, offered

\ol '

unique preserwce-educauon programs. - .

% ’ « X 'S Y ’ - ) < .
" Data from the 1973-74 survey conducted to determine the installation
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80 percent of all educators surveyed in t}le five sites did

The five pro;ects are both SB 8 and TCIES Teacher Centers. That

to receive TCIES funds.

. \

sugpbrted by other sources. ) ERARR A
C. PROCEDURES o

[ ] . " "'
i@ollowmg the analysis presented in Section A above a comprehens1v

\0,

or councils at each of the five Teacher Centers to be studied.
N Y

A sample
. was drawn cutting ‘ac¢ross the different representatives at each site. A

meeting was the£ scheduled with the direetor of TCIES, in order to re-

v

view the sample; the interview guide and procedures, and to,schedule the
interviews.

The irterviews were ¢onducted between May 14 and May 19
1975. | ’

+

7
Intérviewers were assigned to locations in accordance with their

]

those connected to their TCIES aff111at1on and do not include other actlm.ﬁes

list of potential mterwewees was drawn up, based on documentation avaﬂ-

\

able to ERC and containing the names of the members of the adv1sory boards

\

and impact of Teacher Center projects showed some promising results:

e - 83 percent of the cliehts of the Teacher Center projects wex-:e
™~ ~ a%vare of the existence of the project; - o .
Vo \.‘ 6\0 percent of the adm1mstrators sampled had aftengad_awareness
-~ . .c‘:‘onferences; and ’ .
< e 80 percent

|
X
B

participate in in-service training Sponsored by the Teacher Center.

means that they are a response to SB 8 requirements and }re also quahf1ed

The ct1v1t1es ment1oned above, however, are only

‘..-,

_‘-ol""‘ —



e

0
= aspects of the organ1zat1on or operat1on which, at least on the face of it, e

A

L K
ot

" of their collaboration with_ the TCIES executive committee. )’ R

seemed to represent .collaborative activity or else were likely to hinder

faﬁxﬂ1ar1ty with the ‘s1tes ..nd people, aﬁd schedulmg and t1me constramts.

”

The mtemnewers and’ the1r sites werg Egon Guba, San An{omo and Austm,
A ) /.

Jane S1egel, Houston and Fort Worth, and Andres Stemmetz, Dallas and

/ .
.West Texas. g e Ja /,',‘ .
.t ' ’ :5" = R ) . s

Table 1 On the followxil "‘pagé provides a graphic view of the number
- Qq ‘ _.‘ ‘I-.'-’ 5. ‘. \ v, /
of individuals repreSénted n each Teacher Center proJect‘s advisory bodyg

\ l ‘ ..
l l

/The numerator in each c°11 shows the number oi\p’eople mterv1ewed while

S

o -
the denominator indicates the total number of that type of representat1ve
1.46‘ ,

on the adv1$ory body. Six of the eight members of I;he TCIES executive

comm1ttee (of the proJect’“ twenty-eight member stdeermg committee) were
..-A.-

-----

also interviewed. (Although some of these individuals were seen pr1mar1ly~“

.,v-..' .o

in the1r roles as members o‘f their respective LCTEC adwgory:boards, .

«

a"".:"

four of them were specifically interviewed about the1r role on and the nature

- s
*

In the data collection process (the interviews) no attempt was made
\

!
to descr1be comprehens1vely each LCTEC»but Just to comment on those b

or fac111tate it in some way. In addition, the same..top1cs were not always

covered in the same detail’ in each site. That mconS1stency was a func-
7

/
" tion of the compromlse that had to be made ih bala.ncmg the.personahnes

\\v‘ /

" ‘of those mtervmwed the loca d1t1ons and the themes dominating the

‘0 v
e '.. ,v‘, -

hves of the m?dfxnduals and the Teacher Center at the time of the interview

. . . . \\’.'1/ . . ; ) Yo
. R N ~ (()!’\ ' '
\ ) -17- , (' /’




" TABLE 1 .

Number of representatives interviewed May 14-15, 1975

-

. ) for each institution out of total number of repressatatives ‘o {li¢ Council. . .
. . - ) ) - . -_ ‘ - - N N -«
k\v MEMBERS REQUIRED BY THE REVISED ADDITIONAL MEMBERS REQUIRED) :
. . ,  STANDARDS | 1o RrECEIVE TCIES SUPPORT _OTHER s
o » Members Required by > 4 , . v o L L LN § " & )
- . Senate Bill 8 Professional Regional ESC |  Community Student TEA * MEMBERS
) ) Associations . - Teachers . . AT
. o Colleges/ * School . . LARGE
LCTEC . Universities Districts Lo . ()
N . - Py
7 v L
. 4 g
“DALLAS .24 2/6 1/9 1/2 1/5 0/7 0/2 - .
T : a U_o
i : - bt
FT. WORTH* 2/6 ‘. 22 0/2 1/1 <12 - - - v
o. N > - . ~ ; \ -
COUNCIL %3020 . (/20 2/20 .02 0/1 72 N N ) WO WY ;.3 .
HOUSTON*+ , — — e - e
OPERATIONAL . .’ ) .
COMMITTEE 2/5 . : 1/6 ] 2/5 . 0/0 .O: . 0/0 0/0 o 0/0
SAN ANTONIO* D35, s - 13 - 11 I SRS PP
. ) s .\... y : . -4 -
WEST TEXAS STATE UNIY. 1/4 1/3 1/3 11- PelE] - - . 0/1
TCIES EXECUTIVE d - . | e 3
COMMITTEE . 1/2 12 202 Y - - . -
. ] . e : S R -
N o : .... . 1
* In Ft. Worth, Houston and mua >=~o=_o a meeting of the Advisory Council was observed also.,
i 1n Houston, a total of 7 people, § from 90 Operations Committee and 2 involved in collaborative »a._i:nm, fcn?_ interviewed. - - - C
. ‘.‘n - \Ul

Aruitoxt provided by Eic:

E
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against the stated purpose of the interview, namely, to Stﬁdy the nature
N .

and extent of collaborative éctiv1ty at each site. Hence no particular ’
significance should be attached to instan&es in which certain topics or }

issues are treated in more detail at one site than at another.

Finally, we recognize the value of mainiaining a distinction between-

?

descriptive facts and interpretations based on those descriptive facts. The

small number of events, people and amount of time in the life of each

.. 7
LCTEC sampled, however, has made for some impatience with a strict

adherence to this important canon of field work, We also shared, as

~
/

_interviewers, the belief that we hold some responsibility to actively make

use of our own feelings .and experience in collecting and-interpreting data-~-
. ’ r
to, offer impressions, observations, even suggestions. Thus we have -

feadily moved back and forth between "data" and "interpretation' leaving
it up to the persaons involved in Texas to gauge our rémarks against their

~ »

"own experience and hopefully derive some use from them.




CHAPTER 3

FINDINGS

A. CONTENTS AND ORGANIZATION OF THIS CHAPTER

i

It must be remembered that the basic interest guiding the integviews

that formed the basis of this study was to understand the nature and extent

-

* of collaboration at each of the five Local Cooperative Teacher Education

Centers (LCTEC) chosen. The topics presented and observatiops made

&

were determined i)y this interest.t . . .

The chapter out.hne 1tse]f represents a set of topics assumed to bear
on collaborative activity in general. Each m‘a}p topic appears as a’sec-
tion :head'ieg and each LCTEC is discussed Eeparately _relative to that
headiné. Ocoasionguy some general remarks appear at the beginning of a
section and are meant to apply to each of the LCTECs. Abbreéviations
are: SATEAC, San Antonio Teacher Education Advisory Council; DTEC,
Dallas Teacher'Educ;tion Center; WTTC, West Texas Teacher Center;
HTC, Houéton Teacher Center; ahd FWTC, Fort Worth Teacher Center.

B. LCTEC AUTHORITY GOALS AND INSTITUTIONAL MEMBERSHIP )

. Authoritz As alrezdy noted in Chapter 1, Section B, SB 8 reqmred

2. Limitations important to the material found in this cha;;ter are discussed
in Chapter 2, Sections A and C.,




proposed, new, or altered teacher education prograrﬁs

that student teaching centers be set up to involve at least one university

- and one independent school district. The state board standards officially

designate such centers as LCTECs and in addition require that the local
proféssional association be involved in the governing structure. By

virtue of its TCIES funding, an LCTEC is required to involve the regional

*

Education Service Centers and the "community' in governance.
Fhe minimal opera{gional requirements for an LCTEC is that it have

a board consisting of some mix of representatives from the five groups

involved in governance; that this board meet on some regular schedule;

’

and that the board review, prior to submission to TEA for atf)p'rov_a}l, any. :

developed by its

college members.

P

SAN ANTONIO
9_031_52‘ The purpose of SATEAC is to coordinate staff develop}nent
efforts and, improve the quality of ieacher training and cI;ssrqom per-
formance among colleges, universities, school districts/,' professional

associations, and the Education Service Center of Region 20. '

a. Constituencies Represented Five constituencies are

-3

jnvolved in making up an advisory coumcil of sixteen persons. The member
institutions are: the five universities/colleges in the San Antonie area

(three Roman Catholic institutions, lncarnalte— Word, QOur Lady of thé Lake,

. o

2.. 'i‘ilis goal statement was extracted from the SATEAC Constitution.’
More specific objectives have been prepared by SATEAC.

’ Ty

\
.I Yo -21" [
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and Saint Mary's); one private independent institution with a residual

relétionship to the Presbyterian Church, Trinity College;-and a new rapid-
r ‘

.

_growing campus of the University of Texas, the University of Texas at

San Antonio) each with one representative; thirteen of the fifteen indepen-
dent school districts of San Antonio which are at any moment represented

by five persons; the professional association (Texas State Teachers

! ,

Association, Region 20) represented by three person"S; the regional

Education Service Center (Region 20) represented by one person; and the

"community' represented by two persons.

DALLAS

Goals? DTEC was established in order to provide more efficient
» . NY

educ':atfional personnel for an/urban setting. Based on the assumption that
no single institution or agenc;?:a‘u} I;repare educational ‘personnel, the
Teécher Center.is a cooperative effort of tie Dallas Independent School
District, area colleges ﬁﬁd uni‘versities, an ‘education service center,

professional associations, and the community.

a. Constituencies Represented .Six constituencies are involved, —

V4

making up an advisory council of forty-five pefsons. The member insti-

tutions are: ‘seven colleges or universities, each with two representatives
. ‘/ -~

(Bishop College, Dallas Baptist College, East Texas State University,
Jorth Texas State University, Prairie View Agricultural and Mechanical

University, Southern Methodist University, Texas Women's University);

[ ]

3. This goal statement was extracted from a recent DTEC position
paper. It also lists more specific objectives and functions.
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the Dallas fndependent School District, with six representatives including

the directors of each of the four Area Teacher Centers; professional or-

2

- ganizations with four representatives from the Classroom Teachers of

Dallas, one from the Dallas Association of Paras}ofessionals, and four

from the Dallas School-Administrator's Assgociation; community and business

—- ’ -

organizations with five representatives; the Education Service Center for

A,

Region 10 with two representatives; the Texas Education Agency with two
- e .
representatives, and student teachers with seven representatives.

" WEST TEXAS -

o

Goals® The WTTC is formed in order that each member may have an

¢

opportunity to share cooperatively in the design of preservice anci‘ in-

o
-,

»
.

' )
service teacher education programs. Members are the Amarillo, Canyon

Y ¥ and Hereford Independent ‘Sehool Districts; West Tex,a's Stafe University;

i : 'the Amarillo, Canyon and i—lereford Classroom Teachers Asspé'iation;

Region 16 Education Service Center; community parent groups; Amarillo
College and representatives at large.
a. Constituencies Represented Five constituencies are involved,

, # i
making up an advisory gouncﬂ of fifteen persons. The member insti-

tutions are: West Texas State University &/ith three represeniatives;

*

Amarillo College, one representative; Amarillo, Canyon and Hereford

A ISDs, one representative each; the Classroom Teachers Association,
- . - - ‘

4. This goal statement was extracted-from the WTTC bylaws. More
‘ specific objectives have been prepared by the WTTC. ' .
. . ’ Ve I
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one representative from each district; the Region 16 Education Service
Center, one representative; the community,. with one representative from

3

43

each district; and the public at large, one representative.

HOUSTON .

.
- v
. .

Goals5 The major purpose of the Houston Teacher Center is to

e

improve the education of youth through 1mproved education of those -

©
.

persons working with them in the schools. The center adv1ses the uni-

’

versity, member school districts, and professional associations on

2

" matters regarding teacher education, and recommends programs and

procedures for improving preparation programs. e,

° o

a. Constituencies Represented Several_constituencies make up
L4

s

a council of seventy members. They are the University of Houston with

twenty representatives twenty different school d1str1cts w1th one or more
\

representatives each; twenty professmnal organizatiops w1th a total of

4 I

twenty representatives; the regional Education Service Center, two rep--

- -
’

I

resentatives; the Texas Education Agency, one representative; and at least

) ' .
five other organizations such as the Chamber of éommerce or school board

4
- . ' N

which may send one representative each.

v
s

From this large membership an Operations Committee is elected.
. [s) . . .
Its eighteen members included five representatives of the Univefsity of

r
te

Houston; six from the different school districts; one each from five

1

5. This goal statement waa extracted from the 1974-75 revised proposal d
for the Teacher Center project. ) ’ :
[y . ' . ', \

.. ’ s Yo
’ o ] 1’() . i \
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a

/

profess'ional organizations; one from the community and one student

& - '

teacher representative. The Operations Committee, not the council, will
‘ ’

be the advisory body described and discussed in this report..

FORT WORTH

. ' Goals6 The major goal of the FWTC is to design and operate a

model Teacher Center. It intends to do that through such activities as

maintaining a resource center, developing a management system, facili-

g .

_ tating tHe use of proven products, and conducting in-service meetings.

‘ L4

e a. Constituencies Represented Five constituencies are involved,

making Bp an adwsory council of thirteen persons. Members are the

L4 ‘yv' X
o 4

Fort Worth school district, two representatwes, the regional ESC one

¢

representative; the Fort Worth School- Administrator's Assoc1at1ow./ '

&

the Fo*‘t Worth Classroom Teachors Association, one representative each;

%
\ six diffeg,ént unjversities{ one representative each; and the community,

two representatives.

: N
Summary of Advisory Council Membe\rship at Each LCTEC Table 2
« f ‘__ ‘ ’ o
on the following page summarizes the advisory council membership at
@ " .

Ay

each local Teacher Center visited. The numerator in each cell shows the
. B - . ~

¥

k4

total number of representatives from a given institution and the denominator - '

shows the total number of institutions or or"ganizations of a given kind -

4

taking part in Teacher Center activify.

.

6. This goal statement was extracted from the: First Quarterly Report, .
FY 75, of the Fort Worth Teacher Center.

N ~

i1

~ . . . ~
. - - . N - -
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* \ )
-C. BYLAWS AND ORGANIZATIONAL STRUCTURE
" . .

“ T SAN ANTONIO
The organization of SATEAC is quite simple, consisting of the
’ : S o )
planning committee of sixteen members with an elected chairman and
] . N

vice chairman, and one of its members, the BSC representative, designated
_\as,ex\e&utive officer for a three year ‘term. In general, SATEAC is a
loose confederation. Its decisions are not binding on its members without

their separate ratification. University members a:t"\e Epecit‘ic_ally exempted

.

4+ in the constitution from peing bound by program decisions or recommen-

- . ’ N
dations.

The present' organization of SATEAC can best be undexﬁs‘tood in his-~

3 N
2

torical context. One of its rter representatives from a university

described it ‘as follows. About‘four yéars ago it became apparent that

v \

student teacher centers would be mandated in Texas. The Sathntonio

2

araa colleges and school districts were concerned that such centers should
not simply proliferate ag they might well do in San Antonio with its (then)
‘ r

four colleges and fifteen school districts, if each center were to involve

) ®
. only one college and one school district. Thefe Wwould be enormous waste
"’Mﬁu . -~ x - N
if each college had to maintain a sepdtiate board for each school district.

—_ . A

v At the same time it was felt that various sources of federal money for

. X ’ > B
’ ?

"4 Teachei Centers or renewal centers would become available. In order

. . T
. e -~ ~ *

‘:{ ) 1 , v L ~
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Te
did not grow.

to protect themselves against useless prohi‘eratmn as well as to be in a

¢ 0

convement p&sture to Apply f&* fuﬁdéSATEAC was formed pmqu to the
enactment of)Senate Bill .8 with membership from all f1ve const1tuenc1es.

~
The group never saw itself as an operating entity but, according toathe
]

persons interviewed, as an executive council, a clearinghouse, a loose

.

coalition, or an umbrella organization, It wished to be and to remain in

~

' a flexible posture to accomodate and to exploit_whatever delvelopments'that

‘ RN

would occur. \ . Co- -

\ K ’ - ) ,,/
_This essential structure ‘exists at the present time. The SATEAC has

-
-

]

not come to grips with its organizational problems as these have emerged,

4
s

or with thleorealities that have since becogme cleai'--that there would be

~

no fe”deral funds for renewal centers, for example. SATEAC was designed
) 1

.

as a precursor organization bit the body into which it was to metamorphoce

-~
?

When a decision on leadership for the *Teacher Center needed to be

-

: . ¢
made most of the member agencies wanted the SATEAC site and executive

P

This_seemed to be especially true
. . \ -

>

officer to be on "neutral ground."

of the uﬁivers,ities, non® of whi¢ch wanted the other universities to have

S, J

precedence. Apparently the most neutral ground was the Educatioh Ser-

\

7/

vice Center and, it is claimed, it was this considei:ation that led to the
-, . s :
designation of the ESC director as executive officer.

SATEAC reémains essehtially undefined organizationally. The Teacher

Ceﬁter concept'is not yet clear (one responderit described it as a "con-

|
ceptual fog'') and canpot serve, it is said, as a umfymg theme. Another g
.Y : s /\ &

i
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respondent characterized it as an "unholy alliance" in which the universities

-

agree to part1c1pate solely to protect their mterests and to put themselves

<

in line for whatever funds might be forthcommg Now that 1t 1s apparent

¢

that program review is largely pro forma (hence not too threatenmg), and

’ ~
that federal funds are not ava11able, there seems to be ‘httl§ stlmulus for

%

, further organizational development.

g . DALLAS
Tie DTEC underwent a reorganization in 1974. The Dallas Independent
School District was divided into, four areas, and one Ared Teéacher Center

was established in each. Each ATC has a full time diFector but there is' ..

. y .
Yo . « °

also an executive director who coordinates the dctivities and the programs

» ' ' /.
ogthe Iarger structure called the Dallas Téacher Educat1on Center, which
, b ' ; : .

&

includes the four area Teacher Centers. The executive director is,the

a'ssistant superintendent for personnel development in the Dallas Indepen- 5‘;* .

- 4

dent School District. - As a current D’l"EC position paper put it, the per-

.spnnel developxnent arm of the Dallas school district supervises the .
"operations of the Teacher Center“and all persons interviewed more or less
. agreed that the Dallas school d1str1ct was the dor;unantbmem“ber of the

- 20 . LN

coﬁncﬂ. . The school district acts as the main fundmg source and pays ) -t

»

the salames of key persons such as“those of the ATC d1rectors. _' - -

Since 1969 the d1rectorsh1p of DTEC has changed almost yearly. "The
B 7: Y . _.
_ current d1rector is the fl.fth person to occupy that pOS1t1on since 1969 and

-~
-~ “, &

th1s has created a certam ldck of contmu1ty from year to year. ~ However,

the d1rector in 1972 73’ though not now formally a member of the adwsory




Y
0

council, continues to remain associated 'vqith'DTEC as a consultant/special

PN
*

assistant director of the competeney-based teacher education project..

‘h ) "The desi{ﬁon' to decentfaltze into four Area Teacher !Centers ‘was

.\ made by the. su‘perintendent’of the Dallas school district. * The idea,
aoparently, .as is usually the case with efforts at decentralization, was to

bring the locus of decision making closer to the decision situations. At least

one respondent, however, maintained that the benefits of decentralization .

St » ‘ . .
" ~__ . are outweighed by its disadvantages--that the move to decentralize will , +
e : . N
-— m.nder the mformal interaction among members that is so mportan&
N \\\ .‘ \ ~ ~ . .-f'{. “* .
\\ o~ sttermg cooperative act1V1ty among dlfferent institutions. Indeed, one
\t ~T~ ,
\theme stressed by more than half of the persons interviewed was that in-
o S . i
\Iorm&l mteracuon among advisory councﬂ members had been essent1al
- ~ f
o i
~_ to the sp1r1t of cooperat1on so far ac}ueved e

% ~ " vc
In addition to\1ts fu]l t1me d1rector' ekchArea Teacher Center has a

[}
v

*
.

staff of master teachers available to caI;l ozzn and work with preserv1ce and

> -‘ x’\ : ; v,
in-service personnel. A DTEC pos1t1ompa;‘>er notes that there are about

e

. ¥ T~ ”- ‘\ . ‘ \
®
: fifteen college/ university professors d1str1{>uted on a full time bas1s across

-

the four centers. Their salaries are paid 1.1\1“{L t‘by theESChool district
\ \ A ™~ . . - ‘
=t ‘-3 utlhzmg TCIES funds. ‘ . ' ;‘}‘;;\‘{’:‘\ \.“.:\:\.\\-\:\"
e A N N\
The major thrusts of the Teacher Cente; anﬂ”the.\‘persmel develop-
ment department of the school district are carr1ed\o;1\t “fhrough\\the WQrk .
S A \\\ -

of each Area Teacher Center. In add1t1on to respon&\n‘é o requeg‘ts from

N Vg N
Jocal schools, eachArea Teacher Center 1s 1dent1f1ed mth atcert\am




" thrust: Area 1 w1th refmmg the assumptmns underlymg competency-~

. Yy

based teacher ‘education and developmg an instructional strategy ;vh1ch
may be used to further the acquisition of teacher competencies; A.rea 2°
with developing a rsanagemept plan; Area 3 with strategies for the veri-
fication of teaehe? compete'ncies; and Area 4 with the formulation of

assessment techn{ques, applicable to preservice education, which would

help detern_line‘ the extent to which student teachers have acquired certain .

competencies. {ilthough student teachers have usually worked under the
. / . e

.

aegis of one given Area Teacher Center, tlx.g hope is that next year it will
be possible tg expose at least some of the student teachers to each Area

Teacher Center..

~ -

‘"The advisory counc1l is divided into e1ght working committees. All
adv1sory counc11 members serve on at least one committee. The committees

‘are Staff Development,. Special Education, Ereservice Education, Para-

A} - .

professional, Counselor Education, Career Education, Administration/

Supervision, and Organization. The Organization Committee is made up

H

of council officers and the chairpersons of the other committees. There
are also approximately twenty-seven other persons who serve on these

>
-committees but who are not council members. Each committee prepares

-

and makes programmatic recommendations to the center council in its

>

" area of einphasis.

Other council offlcers are the executwe d1rector, already mentioned,

L]
v

who is des1gnated by the superintendent of schools, a v1ce chalrperson

"31" i
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~

-, , * ’ *
elected by the council from its membership, and a secretary also appointed :

by the superintendent. The secretary, along with an assistant, serves as

bod

» .
the operations director of the center. Both the operations di.rectori and his
' + - ;
assistant are nonvoting members of the council. The executive director

of the center also acts as chairperson of the council.
The organization and structure of the Teacher Center are not clea¥
to all of the persons interviewed. The rationale for decentralization was

apparently never publicly explained to the advisory council as a whole

-

and the frequent top echelon changes have created some confusion, or, as

one person put i, much "spirning of wheels." One problem noted in”

‘

part1cu1ar had to do with the role and effect1veness of the commcil com-

-mittees. Not all respondents were familiar with what those commrttees
they were not semgng on were doing and what their assigned tasks were.

Nor were all respondents able to-articulate haow the work of each committee _

H

was tied to the goals of the center. Some respondents felt that as long as
recommendations made by the committee did not requi.re major policy
decisions, it was easy to have them brought before the counc:l and

‘ approved but that when they did address pol1cy they ceuld not comfortablx
be brought before the council. For example,. a year ago the Parapro-

fessional- Committee developed a plan‘and a ‘set of recommendations, but “
b U !
for some unclear reason 1t was never brought before the council. The

.

cha1rperson of that comm1ttee resigned, apparently partly because of

T “iezzthe ,frustrations involved,”
-, = FE " Nen !

- .
-t ..
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. £
. The recently formed Organization Committee has set itself the task’

of clarifying what topics or issues need committees and what the official

2

task of\éach committee should be. As a first step, the Organization Com-

’

mittee recommended in January 1975 that each committee prepare a state- -~

~ment on its furictions for presentation to the council in May 1975,

Al

that recommendation was approved..

!

Part of the confusion surrounding the work and role of any given
committee may be related to how-closely it touches dominant ‘themes
occupying the council.: Though dealing with no 1ess‘ important problems,

the Paraprofessmnal Committee may sunply be overshadowed by the pre-

- ~ ~

service ‘and in-service concerns that. dommate much of present Teacher

Vil .- .- <

Center thought. To consmer how péraprofessmqals mlght en’cer the pic-

ture when_ the place of teachersm; teacher educatmn. is not xclear may be N

too much to handle at once. Seme comm:.ttees, however, are obvlously

P _.—w- . ~ |‘ _~‘

product1ve. The Preservme Committee, for example, has de51gned an

LR

,application form to be.usegby student teachers, and made up the coopera-

-".ﬂ.

tive agreement between ’Ehe nnwersrtl.es ‘ind the school district. It has

also recently -expanded 1ts membershlp, a.nd 1ts work has clearly helped

. to clarify and strengthen the re1at1onsh1p between the universities and

the schools. Nevertheless, readmg the minutes of the past year 1eaves

' -

the unpressmn that tﬁe, councll IS stﬂl in the process of resolvmg some

basic org anizational‘ts_‘su'es. :




WEST TEXAS
The central and most visible pe}‘sonalmes in the WTTC have known

each other and worked together for many years. The present director of

the center was dean of the College of Education at West Texas State Uni-

* versity in 1969. The presént dean preceded him as center d1rector. A

previous interim dean had'been aﬁssociated with Teacher Centers in Texas
. : . -
since-their ihception and .in conjunction with the present.WTTC director,
started P‘anhandle Elduca;cional Services Organization-~the prototype of
the educatlon service centers--m 1965. Thus, in one way or another, e

these individuals have worked together at least since 1969, the year a TTT

grant called for cooperation among the university, the school districts,

- and the education service center.” The TTT effort gradually merged mto

. 4

what 1s now called the- Teacher Center as grants became more categor1ca1
Originally, the bylaws of WTTC required the director of the center
to be.the dean of the school of education. This was changed in April 1975
so that now a director is elected from the membership of tie advisory
council for a two year term.. One respondent said this change represents
the belief that in a cooperative endeavor anyone should be able to become
the director. However, another respondent said that the ‘change in the |
bylaws and probably also the actual selection of the director was- deter-
mined by bolitical conveniences and circumstances. Recently some top

management shifts have been made’at West Texas State University and,

in the opinion of some of those interviewed, this las led to some changes

s

-34-



\

af fecting the collaborative efforts of the center. For example, the educa-'

tion service center has traditionaﬂy faught a number of courses for which
teachers received credit at the university. Some respondents said that

now it is becoming increasingly difficult for teachers to obtain credit for
.« 3
such’work from the university. This may decrease the field-based teacher

education options available to all teachers. " >V

*

The council's executive c/ommittee'is presided over by the chairman

*

of the council, and is composed of the center director, one represent'ative

of the administration of each school d1str1ct (wh1ch happens to be the

superintendent in each case), the dea.n of the collge of education at
& .

West Texas State University, the officers of the council (dLrector, chair-

. A

man, vice chairman and secretary) a.nd one representative each from the

Classroom Teachers Association and the Reg1on 16 Educat1on Serv1ce Center.

HOUSTON

v

The advisory board is made up of an eighteen member Operations
Ccmxhittee, all members of the larger council, which is responsible for five

major functions: (1) advising the University of Houston on teacher educa-

*

tion/certification programs; (Z) proposing Teacher Center policy to the
larrrer council; (3) recommending criteria for the select1on of supervising
teachers, (4) p1acmg student teachers with supervising teachers, and )
(5) m-ser\nce educat1on for supervising teachers‘ The committee is
also expected to act on center ;atters between the biannual meet1ngs, of

the council. The bylaws were developed by the Operat1ons Committee ‘and

were revised and approved by the council in January 1975. Accordmg .

8y
[ 7
T d




~ . : \ o

to members of the committee .it is'they who actually carry out the purposes

of the project. u', R
“. ks

The council itself is responsible for maintaining. essential communi-

_cations and participation among members, making recommendations for

s 1mprov1ng teacher education, and estabhshmg general center policies.

-

Each school d1str1ct represented on the_advisory ooard has a coordma-

N = -

ting committee wh1ch varies in s1ze from one school d1str1ct to another;

“___._—— - e

......

members do not necessarily sit on the council. Each'of these comm1ttees,
wh11e subJect to the administrative policies and prucedures of 1ts. district,
is responsible for the operations of the Te;ot{er Center's program in its
district. Resi)onsibilities include keeping the sc'hool distr.ipc\t arxd profes-
sional organizations informed on the nature of the preparation: ﬁro‘grams at
the Uni\‘rersity of Houston,-planning in-service programs aI}d encouraging
participation, recommending settings for the placement of student 'teachexf’g_,
planning and implementing the use of SB 8 futxds, preparing recommendations
concerning the studen%—teaching«p%m eqd other field"exr.)eriences,
and ‘coordinjting the center with other centers that might exist in the
school district. :,

The bylaws also pern‘mit' the council to appoint adhoc committees.

-FOR;I‘ WORTH

. R

The bylaws of this project were developed a.nd agreed on when the

pro;ect was located at Tekas Christian Un1vers1ty m 1971 73. The"

- -

nature o’.( the proJect, the composition of the advisory board, and roles




and functions have changed to the exter;t that the current members plan
N e

-

to rewrite the constitution and bylaws of, ﬁhe project, although no time

schedule has been set. The advisory body includes regresentativg of*

all constituencies required by SB 8, the Revised Standards, and TCIES.

As is the case with many other local Teacher Centers, what is now the

¢

Fort Worth Teacher Center was originally a TTT site, and later a TERC
site. 'Up to 1973-74 the grantee was Texas Christian University but then

the Fort Worth school district assumed this function. These changes

z
~

have simply no;c yet found the?r way into the formal bylaws.

The center director serves as chairman of the advisory council and
as a member of the TCIES executive comhmitte‘e. He seems to serve as
tﬁe admi_nistx:ator and planner of center effofts, and communicates
regularly with center personnel and advisory council memﬁérs. In
addijciqn to the director, there is also a coordinator and part time evalua-
tor. Committees are fcalr;nte-d as necessary, but at prgsent there is just .
one standing committee, ;che Committee for the Deyelopment of Profes-

sional Competencies in Teaching. . R T Lo

\

Four Teacher Center sites are operated by the Fort Worth project,

each occupying some space in a different school. These locafions house

. §

resource material and provide facilities for in-service training and meetihgs

By

v

for supervising teachers and university faculty. - .

‘., ’
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. D. MEETINGS: NUMBER, ATTENDANCE AND-PURPOSE

e

h L

SAN ANTONIO e

’a .

The SATEAC board meets quarterly but special meetings can be called,
4 - | B 8
such as the one scheduled for June 1975.for self evaluation of the advisory

body. Attendance at meetings varies according to the different groups
making up the advisory council. The education servic,e center represen-

tative always attends and the five university representatives attend almost

-

every session. School district attendance has been spotty. Of the three

/representatives of the Texas State Teachers Association, only two,attend

-

‘regularly. The community members pair;.the PTA representative is
" almost always present while the school board representative is almost

\ always absent. | .
N\ o

The only mandated purpose for these meetings is that of program

revie i Regular meetings seem to be divided into several topics, inclu-
'diné shari\ng of individual information and experiences, program review,

program description (the coueges'iék;ng“mrﬁs in describing their teacher
education programs), orgé.nization' development (self evaluation, \for'exalmple,
- and (discussions of ongoing activitiés," such as a needs assessment program).
\ DALLAS. * :

=

Four council meetings were held for the 1974-75 school year, with

£

slightly more than half of the total of forty-five members and from eight
. » ) )

- | to twenty-four visitors in attendance at three of the four meetings.

Committees are expected to meet &s necessary. Although no data on the




$ bdd .

- frequency of committee meetings were available, council minutes show
that most of the commit.tees have x;lfet at least once. The colleges and
universities are always well-represented, as ig the Dallas school district.

<
Only one of the three professional organizations represented missed tv;o

of the three meetings for which attendance data were availghle. Of five

: /
‘different agencies representing the community and business, three missed

two or three of the three meetings. Student teachers are always well-

£

represented. B i

' In this af in the other Teacher Centers the council serves the function

-
b N

of réviewing preservice programs. Council minutes from three of the
four meetings show the following kinds of business: election of officers,

scheduling of future meetings, review of a committee report on a coopera-
E b

tive agreement between the university and the school district, authorization

Ny

for committees to proceed with qerfain work (such as the development of
. ‘

- ' .
a due process procedure for student teachers by the preservice committee),

discussion of a committee report on guidelines covering the admission of

new members tohthe council, reports on conferences attended, reports on
. progress with competency-based teacher education, matters of internal

[ N
organization such as the formation of new standing committees, reports

from standing committees, and discussion of a committee report on policies

and procedures governing the preservice teaching program. Two of the

bl

" meetings were one hour long and one lasted an hour and:a half.

t
o

WEST TEXAS
* During the time interval January 1974 - April 1975 the advisory
' ’ (‘ ' . . .," : -

. roo
.
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o
touncil met three times, only twice during the 1974=75 school year. - The

executive committee is said to have.met about as often, usually just prior .
, B iy /
to the council meeting. . ' . ’ .
Y W

‘ .
Aj:t\endance varied from six to ten N\bers out of a total of fifteen.

i

At least one represeéntative fromy each of ‘the major partners was always s
.. £

- present. * - '

v
Al

N
A

Minutes of the three meetings showed them to be devoted to the follow-
ing kinds of top:ni'cs: revision of the bylaw§,¢approving the submission of

proposalé. (to establish a bilingual education program, for example, and an
evaluation system for competency-bgased teacher education graduates, . dis-

|
.

cussion of the feasibility of at least a temporary expansion of Teacher

Center activities to include additional school districts, discussion of
.0 , ~

P

certification programs at-the university, discussion of new degree programs,
. - . and election of officers.” The meeﬁcings appeared to last about an hour.

HOUSTON < y
o  The full council meets twice a year, the last meeting;haw’;%mg been

held in January 1975. The Operations Committee meets once each month
«F - - N

- 7 or as rieeded; although a meeting of the committee had been held early °

]

in May, a second o°ne‘ was scheduled for mid-May to discuss several
pressing matters that had arisen prior to the end of the school year.

According to the bylaws the’ coordinating committees in each school °

district are supposed to meet as needed with a minimum of nce per *

A

. semester. No formal attendance data for the'meetings of the advisory

. »




board or different commi,ttees were collected. One Operations Committee

1 *

L

meeting was observed in wh1ch thirteen of eighteen members were

- \

present. Also the executive officer stated that attendance is generally

good at board and Operations Committee meetings.

&

* FORT WORTH T

-

4 N
Meetings are generally held monthly and also as needed. In May 1975,
\

) y - ) .
.for example, there were meetings two weeks in a row so that a newly-

v *

prepared special document on the development of professional competency

-

-

. in teaching could be carefully reviewed.

’ A sample of minutes of past meetin'gs' show that eight or nine of the
[
& thirteen members, if not"more, generally attend. Communication about
these meetings is sa1d to have J.mproved since the current Teacher Center
R .
director took office. - According to one respondent advisory counc11 membpers

-

had not previously been given sufficient natfce as to dates, timesand locat1ons.
Meetings of the advisory council are de{foted to fulfilling the mandated
, \

functions of 'SB 8 and TCIES. Members discuss and review such topics as
\ -
Teacher genter expend1tures, new preservice teacher preparat1on pro-

grams from member universities, and new program ideas for in-service

training. The original Teacher Center project was to develop a competency-
i . N .
based teacher education program and this still seems to be the intent

<

s of adv1sory council members, some of whom are strongOrepresentatwes

on the ¢ounc11's Comm1ttee for the Development of Professional Compe-
’ ¥

, tence in Teaching. Other meetmg purposes suggesteg by those mterv1ewed

. ‘ /




- -

~ i
. -~

1

1 ‘ § .
were ''for public relations purposes--tc be seen by the educati@n-

munity as being cooperative, interested,' and '""Teacher Center meetings

-
v

and activity make people work together,..on student feaching and that's

important...but it's alsb secondary--the long range need is to upgrade oo

N ©

skills of, in-service teachers 3n& the way_ to begin is to work with the

<3

supek‘vising teachers. " ) . . L °

-

. L
E.. EXECUTIVE RESOURCES-AND ROLES -~

' SAN ANTONIO .
\ o -
~~ The' executive director of Region 20 Educa#on Service Center, who is

—

also the directdr of SATEAC, deyoted as much time as pgssible to,SATECAC

administr)ation. This time, however, is not _{'ei-mbur§ed but is taken from

z -
[y

his Regiof 20 time and resources® In addition, the educatioh service
. _ : , .
‘center provides in-kind support in the form of meeting space, secretarial

\ .
.

) help and matep}alé, as needed by‘"tt‘le Teacher Center project. TCIES

-—

-

" funds are used to support a small portion of staff time on the Needs Assess- ‘

=

ment Project (both education service center personnel and outside consul-

e

)

: i
tants) and computer time.

The board has a chairman and vice chairman but their roles are pro .

<

. formaf and apparently are limited to chairing board meetings. The execu-

tive Aoi‘ficer of SATEAC attemp’gs to be the implementer of SATEAC

[

board action decisions. In this regard he is sometimes perceived as over-

" stepping the bounds of his delegated authority. For example, after the

7

-

board had reached consensus to proceed with the needs assessment pi'oject. 3

A

*




> . . . »
the executive officer solicited TCIES funds and support, hired outside

con'sultants,’ and approved their desigri. At the next board meéting the

design was promptly challenged on the grom;ds that the board had not
. approved these action steps. While tﬁé Needs Assessment Project proceeds.

. apace, the issues raised by the decisive action on the part of the executive
- / . Ld . ) . .
officer remaijn both unsettled and unsettling. A second example is found ~

-

in his decision to submit to the Texas Education Agency excerpts of board

‘minutes dealing with partjgular program reviews. One university mem-
o - .+ - :

-

her. viewed this action éé "unauthorized and unwarranted' intervention in

a university-Texas Education Agency negotiation and may demand officialfy -

that this practice cease.

1]

DALLAS ' '

N

. )
As already noted, the executive‘director. of the Dallas Teacher,

Ec_l{matig'n Qenter (who is also the assistant superinte'ndent for personnel
development in the Dallas school district) acts as chairpersoh of the
N . council. He is appointed by the superintendent of schools, as is the

: , ' } )
secretary of the council. According to the bylaws, the secretary, =lon

" with his assistant, serves as the operations director ofthe Teacher Center.
The secretary transcribes minutes of the meetings, reproduces materials, -
and distributes agendas of 'meétings. He is available to prepare the

1- minutes of committee meetings although some committees do that on their
4,

own.

. .

It seems that the Dallas school board sets policy and that the council »

tal S
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serves in an advisory capacity. All respondents would probably agree that

the school district, while it may consider the input from the council, never-
theless determines the focus of the Teacher Center. Two respondents y ,,'

pointed out that the procedure for the appointment of the director of the .

7

Téacher Center was never subjected to debate at a .council meeting, //

Rather, it simply appeared in the bylaws. One respondent, while agreeing

' that the council is not a rubb_er-stamp. nevertheless stressed yaét it did
not seem to be as autonomous as it ‘was some years ago. ,Heth i*espondents
- 7
associated the loss of autonomy with the decentralization into four Teacher

Centers and with the school s&stem's increasing executive control. One

person felt that when the Teacher Center first {egan, its director was

VAR

"chosen'" by the school administration and the ‘council. This first o
“ ] /’ P i s B ,’
procedure changed to one in which the superintendent suggested who should

be named director then to the present state of aff;;irs_,in'wbich/ the schooi

/' - .

district simply makes the appointment. App_agent'ly the council also had

no input into the selection of the Area Teacher Cenfers or their directors.

In that sense, then, executive control is seeq to rest firmly in the hands
of the Dallas school district. o -
The Teacher Center has a secretary available to help out with

logistical p;'oblems, but three respondents stressed the need for\greater
N - ) )
7// and more eff101ent executive resources. There was some confusion on
‘Q - /

-~

tn1s pomt, however; smce it was not always possible to distinguish

1;'/

°
v -~

between the personnel needs of the larger Teacher Center as opposed to

-~

" b N . i
. S L b .o - \
N -
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those of the Area Teacher Centers. In any case,’ the need to strengthen

- L]
two executive roles--implementers and coordinators--was stressed.

hl

As implementers, personnel is needed to carry out ideas or activities

»  formulated at the Area Teacher Centers or in cothittee. There is also

-

the need to find better ways of making what happens at council meetipgs
, known to the constituents of the different groups f'epresented. Whether or

not this happens, and how well it is done, seems at present to depeﬁd

Al
N
ETRR

entirely on the limited energigs of the individual representat.ives them-

-

selves. (Whether or nof\repré§¢ntatives are choser with this latter function

&N
\ e

in mind was not known by the reéﬁbndents.) As coordinators, personnel

4

is needed to strengthen meeting pr‘Qt:'\‘qdures and communications among B

AL : . e '
. council members. For examgle, a meeting room must be prepared,
o

\

annb{mcements of meetings and agendas must Be sent out in time, and
sufficient parking places must be available on meeting dates.

N ;o  WEST TEXAS . \ ‘

The executive committee meets separately from the advisory cowuncil;

L
. it considers recommendations and other administrative matters to be

< brought before the advisory council. One respondent described the

- \ -

executive committee as a ''sounding board" for issues later presented to

.

the large group. It was asserted that most decisions are made at the

*

:)\ executive committee level and then, at the advisory council meetings,

merely discussed further and ratified. -

The structure of the executive committee and its role in decision making




c‘:learly place community aﬁ'd bp%ness representatives in a reactive role. .
-Qne f‘espondent _po;'.n;cled out that the éituati;)n prevents these representatives
i:rom grasping fully the issues involveé, ('a.nd, consequently, their proper
'a.nd call\ed-for involver;lent must wait until the ‘majof p:etrtners have
“settled their differences. All respondents would probébly agree that the
input of teachers, the community, and business is not as great as it should
be, or as one person said, as it will be.
It appea;'s that both the ooliege of education a.nd'the education service
center are reliéd upon for executive resources ‘such as space, telephone,
~ secretarial .time.," and logistics support. /
HOUSTOE/
The bylaws call for the University of Houston to "assume initiative
in developing and improving teacher education and Teacher (_gente:r opera-
tion." The executive officer or director of the Teacher Center is selectecf .
by the University of Houston. He fills several roles, including those of'
i);oj;e'ct' administrator, projéct spokesman {for lay and professional public T,
//rel tions), and proposal w¥iter. He delivers ';echnical assistante to |

/ . . - : o
area school districts, such as in program planning or needs assessment,

‘and, in addition, serves as/-én as§ociate dean of the C'o‘llege of Edl;c;tion at
' the University of Houston.. His two secretaries assume the secretax:ial
burdens asso;:iatéd with the Teacher ‘Center. The IUnivexl'sity‘ of Hou;tor} pro-
vides meeting épace for the Teacher Center projsect..’ About one-fourth of
Lthe faculty of the College of Education at the Univeréity of Houstoﬁ ;re

involved in the Teacher Center in some way, e.g., coordinating field-based

training or in meeting the needs of the Houston. schools. -

s ~46-
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B = FORT WORTH

The present director of the Teacher Center assumed his position in
4 v ’, ) .
) March 1974. He also serves as director.of teacher education for the Fort

W,orth school district, as chairman of the Teacher Center advisory council, " .
and is on the TCIES executive committee.: One of his predecessors also
served on the advisory council. The part time project evaluatorf from the
same university, trequently attends advieory council meetings. .Although
these people do’not carry official executive roles, the\ir inflﬁ.ence'over their
university co].leagues was noted and they appeﬁed to form a kind of univer-

sity executive committee of the council.

'
- ~ he

There is also a Teacher Center coordinator, referred to as the
) s '
executive officer in some documents, who serves as secretary to the

advisory council and carries out the day-to-day communications and opera-

tions for the project. In addition to her Teacher Center functiohs; she is ~

~

‘an individually-guided education facilitator, and she has been involved in
)

drEferent capacities in elementary and secondary schools in Fort Worth and

other school dlStrlctS throughout the state that have adopted this 1nd1v1dua11zed

~

education program. . - _ : .
Executive resources are drawn from SB 8 and TCIES funds. “‘There is

a full time seeretary at the Elder site, whieh is used for Teacher Center

activities. In additi'og,' the project director's secretary also does Teacher

Center work. The edlihation service center shares equipment, materials,

and personnel with the Teacher Cegter;

~
+

$ . . ‘ .
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" F. FUNDS

. The mandates establishing 10ca1 cooperative teacher education centers-- .
SB 8, HR 240, the Revised Standards. a.nd TCIES--prov1ded hmlted supportfor
the operation of the Teacher Center efforts. SB 8 ensures that a school
district participating in a local Teacher Center will receive $250 per .

student teacher placed in that independent school distr'iét., Of this sum,

however, $200 is earmarked as a salary increment to the supervising
teacher. The remaining $50 is for use‘by the school district to meet the
costs incurred in providing such things as facilities for student teaching.

The Revised Standards do not involve a.ny funds and TCIES support comes
as a result of a proposal submlss1on and rev1ew process. .

~

None of the mandates establishing local Teacher Centers provided for
operating or maintenance funds of any size; it wasl apparently aseumed
that the"c'bsts of operating local‘Teacher Centers w_ouid be met by off set
funds from current expenditures. But this procedure does not account

, for board expenses,ahd overhead, the need to.maintain a central office -
\ M . - . . :-

or administrative and staff support, postage, or te1ephone. Severdl ‘sites
have taken action to meet their needs. The Fort Worth Teacher Center,

for example, rece1ves*support for its local Teacher Center facility

. through its: Elder.site and the salaries of the project coord- - ’

' inator and secretary cdome from TCIES funds; the Houston Teacher Center

has voted to establish a special account into which will flow 60 percent ‘
(ﬁ . R £%] : \ & '\
‘of the $50 per student teacher allocated each school district as a result of

P - ° ~

. e
{;’\ : T e

e
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SB 8 requirements, which is expected to arr;ouht to about $30, 000 per year

e

in operational funds.

SAN ANTONIO

S ;

; It is immediately evident that SATEAC has no sources of core opera-

tional support, althougty‘t does have about $20, 000 of TCIES funds for

‘the i§;74—75 year. These funds are designated for what may be the only

b

current program activity: the student needs assessment project. A portion
of these funds pays the half-time salary of an education service center
, staff member (who devotes most of this half-time to the needs assessment

project) and also provides assistance to the.executive officer. It seems

likely t_ha"c the Teacher Center will submit a proposal to TCIES for some

funds for fiscal year 1976, but.the nature of the proposal was not clear at

the time the interviews were conducted.
!

® ‘e

" The lack of core operational support may well be setting up an
important executive imbalance. At SATEAC extra leverage has gone to

whatever agency wished to and was in a position to provide operational
. . .
resources, in this case,’ t/he education service center. While the board
4

members xay well be gratified by the education service center's willing-
‘_nesélto assumyg this burden, 'they probably also feel at a disadvantage to

the center becausy of it. It was impossible for the executive officer-to

f

<

-

: . ‘
provide an estiinate bf\;the actual costs incurred by the Region 20 Educa-

tion Service Center in sﬂRport of SATEAC, but indications are that the

Q , i VA
" Y costs are sizeable. 4
' AN

¢



DALILAS
' DTEC's funds are drawn from state and federal grants or 'proj.ects
or from local (school district) general operating funds. The sources for
1974-75 are: TCIES, $53,285; Emergency School 4.18, $255, 116; Student

Teacher Project, $105,250; Title I ESEA, $184,139; Career Opportunities
& B

Program, $31, 588; and local (i.e., school district), $209, 100 for a total
budgef of $838,478. In each case, between 88 and 96 percent of the funds

-are expended on personn€l:. one assistant superintendent, four Area

-~ .

Teacher Center directors, two secretaries, six half-time university-

coordinators, twenty-one resource tgachers, three coordinators, 421

N , E . N "
~ > -
supervising teachers, one specialist, one consultant, and nine clerical

staff, The balance is expended on instructional services, supplies/
matetrials, and contracted services.

. Whén asked what major constraints hampered the opera’Eion of the
~

Teacher Center, mest respondents immediately referred to the lack of

resources, ‘especially money.

[T .

For example, budgetary constraints in
Dallas are making Teacher C\éﬁter members wonder whether the "district
is going to keep all ;;f us. [S.ince further Suf)i)c"irt from TCIES was con-
sideréd slim around the t_inﬁe of the intc;a_rviews, it was questionable v;rhether

funds would be.available to support the work of faculty members in the
1

school system, an essential part of the collaborative effort. Some

~

respondents saw this as a test of the universities' commitment to Teacher

Centers, for many universities had not yet committed their own resources

4

Ra
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to the idea. . Thus, in this view, if little or no outside money becomes
available, univéi'sities will have to pay professors out of their own bud-
gets to work in the schools, a condition which will, indeed, test their

" commitment. 3 }" Ty
K/ . !

.,i,

WEST TEXAS
fhe lack of a stable financial base for the Teacher Center was
- identified as one of its major constraints by most of those interviewed.
AWhatever money is available comes through grant proposals, a condition
which, it has been noted, sometimes restricts autonom-y. " One solution
offered was that the T;:;acher Center get state funds or be put on a special
formula similar to the one used for the education service Centersy
. The only funds expended by the WTTC in 1974-75 were those received

fron; TCIES--about $24,000. That money’ was used to support some of |

the activity of the Humanistic Approach Project and a follow-up evalua-

_ tion of students that completed their {eacher education program at the

4 -
. . -

.university.

proposed 1974-75 budget called for proyision of $11,387 by the Houston -
school district, almost $3, 000 of which avas continuation~funds from 1973-74.

The University of Houston provided $24, 787. The TCIES funds avéﬂable

WY -51- e



for 1974-75 through the Teacher Center project were $42, 602, of which

$30,518 were continuation funds from 1973-74." :

¢ -

-
A

For 1974-75 the total Teacher Center budget will approach $78, 746.
n - :

The Teacher Center budget notes for 1974-75 indicate that there are many

in-kind contributions and other resources being allocated by the coopera-

“ting school districts and the University of Houston. The amount of support .

~

generated through the new special Teacher Center "accoynt was not included

in the 1974-75 budget.

FORT WORTH Yoo

" In 1974-75 the Fort Worth Teacher Center 'receive‘d funds from th“e
Fort Worth Independent School Distrfict, from one of thL six participating
institutions of higher education, from the Regien 11 Education Service
Center and from TCIES. | : ‘ . / 7

The Fort Worth school district contributed $17 400 and Texas
Christian University supplied $14, 544. Of the remai.n'ing five universities

participating in the local Teacher Center, three--North Texas State .

University, Texas Women's University, and Texas Wesleyan College--

AN

\ .

~ made tentat1Ve commltments to provide $3 500, $6, 000 and $3, 840

: respectlvely, to the locaI 'Qeacher Center. This $13, 340 is to be negotlated

\\ “

w1th thé‘ uﬁ1vers1t1es. The Region 11 Eduhg’uon Serv1ce Center provided
. $2 000 fOr the Teacher Center effort and TCIES granted the Fort Worth
' Teacher ‘Center $28, 080 In addition to the 1974 75. TCIES funds, the ad

- project had an additiondl $12 677 in carryover funds from TCIES so that.,

7." Due to prolonged negotiations with the Office of Education reg10na1 off1ce, S
TCIES, and-the University of Houston, it appears that not all of the $42,602
will be received by the project during 1974-75.

LN
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"would be $85, 561 in 1974-75.

the total contribution of TCIES was $40, 757, If all university budgets were
committed, the total operating budget for the Fort Worth Teacher Center

b I

”."I‘_he ba.lance‘ of power or influence on the Teacher Center advisory
councilxilaybe directly related to the d‘ifferenqes in levels of suppor‘p
provided by r;len&ber universities to the pro}ect. As noted previously,
some uni;rersity representatives indicatéd that Texas t‘hristian Univerfity
has a strong role on the council. As this university supplies about one-
fourth of the nonfederal budget for the prg/ject, it seems logical that this
fvzmc"ii;xg situation affects the roles and relationshiI;s of council members.
G. PHYSICAL FACILITIES

SAN ANTONIO

There is no SATEAC site or set of physical facilities. Board meetings,

.y}}'hich represent the only assemblage of SATEAC personnel, are held in °

-

. theconference room of the education service center. Some suggestions

have been made that the meet'ing place be rotated among the various _
member institutions but no formal action in support of this no;cion has been
taken.
- ~ DAI:;LAS #
T};e DTEC. is located in the pers;annel development resource center,
which is part o{ North Dallas ﬁigh Schozal. Thlg building is a large one-
room stmcﬁre separated from the high sch‘ool‘:and subdivided into offices

.
and storhge space for curriculum resource materials. An open area

-,
»



¢

-

contains chairs and tables, and is used for advisory council meetings.
The Teacher Centers for Areds 1, 2, and 3 also have a definite
location, each one béi.t)g part of a different elementary school. The Tea-

-~

cher Center for Area 4 is located in a community learning center.
WEST TEXAS ’

There is no particular site or facility for this Teacher Center either"'.’-."..
Meetings of the advisory board are held in different locations at West
Te:ias State Univers‘ity. Presumably the servfice center is also -used

when n)ecessary. :

; ' HOUSTON
The offices of the Teacher Center director and his secretarial staff
. are located on the fourth floor of the College of Education at the University
‘of Houston. These offices occu;;y approximately one-fourth of the entirt;
floor of this coﬁtemporary buil;ing.‘ Tﬁe carpeted, open space area set
off by partiavl dividers, is shared with othexj organized activities such as
- a Teeicher Corps competency-based teacher education project. Teacher 2‘
Center activities also take place at other offices and meeting rooms at
the Univérsity of Houston and at a school building in the Yates pyramid

of schools (called the Machegor Center). g

L . FORT WORTH o

There is a large portable classroom adjacent to the Elder elementary

school, which is part of the oi'iginal pyramid of schools served by the

v

project. " It houses the Teacher Center coordinator and her secretary and

+,




\

& is‘used for such activities as meetings and workshops. The director's

!
office, however, is in the céntral administration building of the Fort

v

Wawth school district.

A Three additional sites for Teacher Center activity are located in
‘ /

" Fort Worth 'schools. In each case a classroom has been turned over to

the center; it is used to store materials, and for in-service and presérvice

seminars.

~

H. SELECTION, TENURE, ORIENTATION AND RESOURCES OF MEMBERS

[

SAN ANTONIO . ’

Selection No specific data on the selection mechanism for members

! ” ‘k '

@ were obtained. The rule seems to be that members aré selected and

appointed by tile agencies they represent. The colleges send theizﬁ’*
s §ducation deans or department chairmen; school districts send'their
L e .
, supérintendenfcé or associate supgint'endents for curriculum and instruc-
tion, apparently with some kind of rotation to spread the five slots arriong‘
the tﬁirteen distric;t.s. The "education service center sends its executive

director, and the PTA and the County School Board Association select
community representatives by their o'wn criteria. The professional

3

“representatives are nominated by the Texas State Teachers Association;

in 1975 they electgd to send a classroom teacher, a superintendent, and
) ’ 4 . o
a dean of boys. . 7 N

v
~

‘Tenure There seem to be no fiked rules on tenure. Operationally,

there is turnover in all except the university representation sometimes

4

on an annual basis. This has given the universities an advantage in
- : .
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,

.

‘ : U
\

Orientation There is'no formal ortﬁtiom to the work of the board,

accumulated experience.

° ’
'y

althou.g% s_evéral'. members noted that muc meeting time is devoted to

program ‘deécription for the ‘sake of uninformed mempers. TCIES funds
¢ K

have been used to take the board to an exemplary Teacher Center operation

4

in West Virginia. It was felt that this trip made a considerable contri-
- ’ -

bution to the board's thinking. ' :

~
Resources No resources are available from the member groups

except such time as the individual representatives can and will devote to

SATEAC affairs. "The. education service center, as has been noted, does
~

provide core operational support for SATEAC.
DALLAS i
+ Selection ~ The bylaws state that institutional membershib will be

continuous and that participating institutions.will select their own

e

P

representatives. They also direct the «council to select community organi-

zations each year.and invite those selected t6 choose their own represen-

-

tatives. =~ s

] ' -

This wording seems to make a distinction in status between the

community orgafr;izations and the other members of the council. One
<4 B K

person interviewed asserted that the school district had in fact selected
' ‘ b .
the organizations which \»ere to serve on the council, and the council then

simply accepted them, In at least one case, a member.of a community/

[}

business organization was approached and, asked to serve on the council

.
-
’ P - ¢ P}

. {0 < , -, %

- . Py
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as a représentative of that organization. In this one situ‘ation at least,

. )
the organization did not choose its own representative. It was said that .
there were specific reasons for having chosen each of the comm‘unityy'

1 ] .
business organizations for membership on the council. The police depart-

-

ment, for example, was selected beca;use of its close association with R

14

the alternative schools. -/
4

Another respondent asserted that the chairperson of one of the com-

s

mittees was somehow appointed to that position even before having joined

8

the committee. It was also reported that the presidents of'profe’ssional

.. - ?_
associations are automatic members of the council but that the_y may appoint

‘

others 'fo serve in their place. One respondent was not sure whether the
chairpérsop of the counéil w;s elected of appéinted to the positio‘r-l.. Some
x:espondents wer® not able to articulate any specific criteria for the -
selection of any of the members, but qthers saici tbat it was clear that
the school district wanted to have m;embers on the council who would speak
their minds and‘ push for what they believe. It th'u“s‘appears that there is-
an informal s'election.and appointment mechanism operating in addition
to the formal one. .Probably in an effort to clarify the matter, one of
the coun'cil committees has recen;cly wdrkéd up a set of criteria and
gu_ic.ie_lineS covering the admission of new members. . |

Tenure ' One respondent noted that there has been ‘a fair aﬁount of - -

cﬁange in .council membershjp but that a nucleus of members has remained.

The university membership has perhaps been the most consistent. The



membership of the professional associations is said to chahge relatively
frequentiy as their presidents change. The decer.xtxialization to four Area
Teacher Centers and the frequent change of center directors has also
caused an instability in thé key school district membership.

Oriéntation No‘ forr'nal orientation appears to be giv;en to'fioﬁm:il
members but the hand-picking of many of the members suggests that ttfey
are informed about the activities and purposes of the counc;il. In pre'para-

"tion for the 1974-75 activities the. director of the center and others viéited

the schools of education of surrourfding colleges and universities in order

Fand -

to explain the center and obtain-interest énd support.

v
[N

Systematic or routine orientation of members may be néeded, however.

One respondent emphagized that "people don't believe their input is

really wanted, " and a thorough orientation to their role might construc-
-+ . I A

tively deal with such Beljefs. Some impatience was expressed with people

who ''still don't understand." While it was felt that member organizations

"do their homework" there seem to be distinct differences in leve]l of

!

awareness among different members.
) A

Resources An intere’sting and valuable resource is the ::ross- ..
inétitutio:nal ekpérier{ce brought to the local Teacher Center's by a number
of university and school district representatives. Three of the persons .
.in;;erview.ed have extensiv; 'experience in both ;che school district and

the universities. It wa% pointed out that being familiar with and accepted

by at least the }najor cultures represented on the advisory council can

4

-

- have invaluable results in promoting collaborative activity.

t
13
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subsequent activities. /

Two respondents were not entirely clear what the full scope of the

membéyship of the council was and did not know how to tell when the full

council was prjesent.. One member recalled that'on one oeqasion he noted
/

another person being present and involved in the discussion, but was not

‘.,

clear whether he was a member and if so what group he represented.

Resources The service center brings a particularly well-developed

AN
materials resource center to the Teacher Center. It also seems to have
N

established an extensive service network and to have become well-known

in the surrounding school districts. Thus it is in a good position to help

implement and strengthen Teacher Center work. As in the case of Dallas

many of the principal actors at West Texas bring considerable experience
to the council with estirotherts’ institutional.cultures. It seems beyond

question that this has facilitated communication and understanding among

the major council members. o . .
. . \\’. ;\\\
)/- HOUSTON RN
. g \';. -
Selection As already noted, the director of the c‘:enter is appointed
. \ \ "
g ¥
by the University of Houston. Appointment of zmembers of the Operatmns
\‘\\ -, 3 \\,
"Committee is done at the d1scret1on of each of" the anstltutaj,ons‘\and
D W '_x
* "‘ [ O
_organizations involved. » ‘\f * we 3 \

" Tenure Each member orgamzatmn determmes the term of serve.ce
! , ‘ . \ .
for its representativé. The bylaws do not mention the duratmm of servme

A .
Wil ¢
., 4

for representatives from the university and professional organizations,

. - .
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* saying simply that they serve at the plsasure of the institution. I}xterviews,
however, reveal that representatives from both these 6rganijations

-

usually serve for long periods of time. With the“exception of Houston, '
no school district is to be representéd on the Operations Comi;ﬁttee by'
both the school district and professional assogiation simultaneously. The

terms of office are limited to two years and the members rotate. The

¥’

K,
Houston school district thus appears to be "permanently'’ on the board.
] \\ ) \
Orientation Intervie_,ws show that orientation for new members is
. 3 Y :‘
informal and the Teacher Center director tends to inform new members

about the project. It does not seem that the TCIES project is understood by the

Operations Committee members interviewednordo they seemto be aware of the

3
+

,historical relationship between TCIES and the Houston Teacher Center.
Res%urces "The University of Houston provides fécilities and materials

s:uch as video equipment to the project. The main contribution ‘of the school
c-li;c,trict is the SB 8 funds. Both school district and university ‘make
personnel available to the center. As mentioned previously, in January
1975 the adviéory board votféd to establ@s;ﬁ a special Teacher Centzar account
to ‘be "administered by the Operations C,omnﬁttee. "' Money from this
a.cconmt is used under .the sigr;aturé_bf the executive director. The fundé
represent a 60 percent cut of th'e $56 per student teacher that comes from,
the sta;ce to each member schogl district. At $30 for appréximately 1100

[

student teachers, this total ammounts to about $33, 000. 'The rema;ining

-

$20 out of each $50 stays with the school districts.
L R i N / a::l:'"z K ' oo ’ . .
\‘.—/ . . r. ) s N . :
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The executive officer, of course, brings to his job substantial exper-

S

ience and ability in the area of teacher education, but he is also respected

~

for his\leadership skills and his abilities as a poli%ical strategist. Al-

~. ) f .
though characterized by some as "passively aggressive, " teachers appear

to regard him as ‘helpful and in?ex;'ested in their cause. He has givgn'

teachers a lot of help with needs assessment and in locating consultants

H

for in~-service programs. He seems to treat teachers with great respect;

s . : 7

they believe he genuinely considers them as professionals and will aid‘

them in gaining more control of teacher training and certification., Qther

¥
-

university representatives are also respected for the knowledge and infor-

~

mation they can contribute and for their administ'x"'atiye skills, whick

4

A\ & .

involve the placing of student teachers in the schools. They also contribute

? ¥

skills in proposal writing and kngwleglge about f_edérai and state funds

s . R % .

likely to be available to support Teacher Center efforts. School district S
R PR 5
representatives, on the other hand, are experienced administrators and

knowledgeable about political matters. - -
. " . 3

'FORT WORTH . . .
. Ca i

3

Lo

“Selection The method of selection and -appeintment of members to =

A . s Y,

the board is not clearly described in available dbcuments. It appears :
2 [ N . e T .

() " "
. 0.‘;,

¢ 1

that the advisory council votes on whether to admit new institutions or
’ s

/

organizations to membérsh}p on the _t:éuncil,' and then the institutions or

~ . e

organizations themselves sele

-

Ny
ct.their representatives.
" Tenure Some coun{c;il méembers-have been on the board since 1970,

A T S
- by .




when the project was associated with I'TT. The original Teacher Center

director has been with the counciy since its inception, as has one of the

}

2

community representatives. e education service center representative

has been involved for at leét two years. The lenéth of involvement of the

member universi'gies other than Texas Christian University varies from
* hd {,
two years to 4 few months; that is, the University of Texas at Arlington
. : / {
joined the Teacher Center in the fall of 1974, The center coordinator

~

(from the school district) has been involved in the project since at least

1972 while the present dire;ctor joined the project and the council in
March 1974. The length of term of council members seems to be open-
enlled. .

Orientation Though ho formal orientation seems to exist, it may not

be necessary because of the longevity of the members. Newer members

“ seem to have gained their information and understanding of the project

iil:for:@ally.

.

——

- Resources The matter of resources available for the FWTC was not

formally’resolved as of the spring of 1975. Although the sum of university

8 vc0nffibutions to the project is yze_t to be committed, the project does have

Fort Worth school district, Texas Christian University and education

S

’ service center suﬁport fo{f instructional materials, staff, and travel.

' 'i‘he,}mresolved university“”fiﬁa.ncial aid is to be used to compensate
professors participating in the fI‘éacher Centen\, " ‘
’ Thé apparent resou;cle-question that seems u;l' ue to Fort Worth and
.. f,,,.'.'

-



" ‘others as may seem appropriate. o ) '

will evéntually have to be addressed is: what resources will be used for

core operational support when TCIES ceases to provide the project aid

for a full-time coordinator, a secretary and a par"c-time internal evaluator?’

3

I. ROLES OF THE PARTNERS

.+ In this section a number of comments will first be made relative to
1

the traditional roles of council partners and the consequent political forces

for conflict, with some suggested rewards that, it may be argued, would
accrue to the different members as a result of their collaboration. This
will be done under the subheadings of stereotypes and rewards below and

will apply to ‘eac’h of the local Teacher Centers studied. Each local Teacher

" Center will then be discussed in turn with comments on these topies and

a

-

Stereotypes
- -

a. Colleges and universities -- historically have bee:'ln in charge
.- \ \ . &

. . . | . o - :
of preservice education. They have enjoyed a certain measure of autonomy

in this area which is hard for them to relinquish. Over the years the impres-

N

sion has developed that professional teachér trainers know more about what

4

preservice education should consist of and how it should be designed than
; e ‘ .

. do practitioners. "The university, with its ivory tower image, is considered

. to be intellectually removed from the practical concerns of daily life.

Therge has been a trgdit"fonal separation between field-based and campus-

based programs. Professors are thought to be reluctant to "get their

_hands dirty' and are considered to be somewhat inexp erienced in

-64-.
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édministrativ'e and political realities. They are rewarded for their publi-

~

cations rather than for tpeir Vproject. work, direct service, or attention to
exiéting educational problems in the schools.‘ They do not receive the same'
rewards gor teaméccomplishment as for individual effo'f'ts for which they
can claim total or prji‘mary credit.

Practitioners ténd to blame universities for the "irr\glevant_""pre—
parati;)n they receive and generally feel that schools of education have not
made very effective‘contr~ib)utions to the problems of education. Many feel

that the interests of the.universities do not i‘{ecéssarily coincide with

those of the local community. The board of governors of a university is

=

!

not likely to be made up of local citizens, and is therefore likely to espouse
a philosophical outlook and interest different from that pfévalent in the
local community. Also, the legal argi financial basis of the university

does not make it directly accountable for the successes and failures of the

N

public schools.” A - ¢

t

!

b. Independent School Districts -- historicallg have lacked
involvement in teacher education. Their fﬁnctidn has been associat.cgd with
the education of children and youth and not with the preparation (Of teac;hers.
In Texas, ‘tea'chers are considered pre‘pared for~tt_1eir job on a lifetime b.asié

. once they have graduated from an approved Texas collége or un‘iv‘ers‘ity. The
reﬁgywing or ugdéthg of teach&ng sk{lls has usually not been scheduled into

the typical school day in any systematic wé.y. Little if any time is formally

 set aside for teachers to prepare their classroom lessons. Individual

AT i
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teachers generally feel that they have little power in determining the
'cni'riculum and materials to be used in their school. In fact, typically,

it is felt that decision making over such msttérs need not include teachers.
Traditionally the social siatus of teachers is low. Finally, the school
systern must .be reskponsiv‘e to its local and national tax base and to its
governing body of iay citizens and is, consequently, set apart from the
nniversities, v_;/hich are not as directly ac;countable to an identifiable botly.

8 :
c. Professional associations -+ have been involved in research

on teacher education and have set up committees to work on the difficult *

task of setting professienal standards. They have shown a commitment to

improve teacher preparation programs. Nevertheless, traditionally the
professional associations are considered to be politically oriented rather
than program oriented, and have a reputation for being more concerned

with promoting the welfare of their Mmembers than with improving their

professional skills. - o s

EY

d. Community and business organizations -~ arelconsidered

ultimatelj};-the peoplekto whom schools are responsible. That responsibility’

v

has never been well defined nor has the role of the community been extended {;_f
»“ b

to. de01d1ng what should happen in 2 classroom. Over the years and in this E ~

post industrial age the d].fference between what passes as education and
. 2 ’ .-

what society needs_and wants--or oug"h\t to need and want--has become

rae ~

less and less clear, har_der to definef":':l't"'has also become evident that. .

¢

there is no one community but many, ahd that their values and beliefs may




be sufffciently different to warrant thinking of them as differcnt cultures.
The idea of America as a m\osaic is gaining ground over that of America
as a melting pot. ’

The' idea of school as a business or corporate enterp;ise has received
some support. The Bill of Rights has been brought into the classroom.
Enough specialists exist to claim a monopoly over almost any aspect of
organized education that one can think of. The role of the e;cpert has~
always been much admired even to the extent of accepting without doubt
the beliefs of professors and administrators, bgt that is gradually changing
too.

All these factors make it increasingly diff}cult to decide the what and

N
"how and why of formal education and thus delineate the role of any par-

?
b

ticular group.

* ‘e .
. o s el
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Rewards If the Teacher Center program were expanded

nationwide, each of the four. major member groups would concéivably

expect.some rewards for their participation.’ Whether these rewards

G

would.actually accrue remains to be seen.

a. Colleges and universities--would acquire a powerful lever

to effect cﬁange on their own campuses, constituting both a political

and conceptual force; they would share ideas and experiences with other
universities, especially in thé area of the Texas Education Agency where
unofficial rules and regulations are said to be proliferating; ar;d they
would stand together on common issues and éonce_rns and generally be
better-informed. Their explicit and deliberate association with the
schools would m;ke it easier to’ bring profes;sional expertise to bear

on specific prb'oblems. 'After all, it would open for study the actual

topic that defines the interests of a school of education, namely, education

itself.

b, School districts -- would stand to gain better student teachers

and a better pool of potential employees, and would exert influence for

g

more responsive training programs, especially ‘,with regard to new roles
such as those of diagnostician, helping teacher, ~pla.nner, futurist,
computer progrﬁmmer, admiﬁistrat‘ive coﬂﬂiqt manager, and evaluator.
School districts would have better access to a larger and wider ;mée

of skills and resources. Instead of shouldering sole responsibility for

what has become a major social problem they could share it to their

-68-
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own advantage and that of their ‘students with the very forces that they

4

would otherwise contend with.

- -

c. Professional associatidgxg—— would gain a better understanding

of the educational’process, and draw on the reservoir of experience of
their members in defining problems, priorities, and new directions.
They would gain a political lever that would help them achieve their goal

of exercising greater influence in the areas of program accreditation

and certification, and in the status and salaries of tgachers.

d. Community and business organ%g:cions --through represen-
tation in a Teacher Center, would help the education establishment
achieve the lifestyle the community desires. The Teacher Center could
become yet another organized way in which the goals and conduct of
education could bs subje;ted to continuous discussion and scrutiny by
211 of society's different interests énd points of view. The Teacher
Center could act as & forum through which the -communitjr could ihfluence
the prog"fam approval pz‘v’ocess and thus influence the trai.éaing of personnel.
Community members could also learn more about what i;; involved in N
teacher education. By mvolviﬁg othér institutions 4nd the‘communify'
in edugational problems, the schoqls would have additional o.i)portur;ities
to get 'Eheir ideas and proce&ures acfoss to the very people they seek to'

serve. This would surely result in a better understanding of what they .

are seeking to do, and thus lead to the satisfaction derived from doing it

3

beﬁer. ) N ' ’ N ‘ . \’
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SAN ANTONIO .

The role of e'ach of the five groups’ involved in the SATEAC will be

.

considered‘in turn. Statements made below are based on comments madde

‘-

.

by respondents in the course of the interviews.

~

4

The colleges and universities play the leadei'ship role in the group.
While Lchey constitute only about one-third of the membership, they con-
trol, according to the executive officer, 90 percent of the decision-making

power,. mainly in the form of permitting actions to go,on by not exercising

Q

veto poyvear. Other informants indicated that, deépite thislpo’céntial for
leadership, the colleges opt for only a minimal program, exertirfg a

blockirig tendency, for most nonmandated proposals. It is.asserted that

’

they take this posture to protect their interests and to avoid losing even

. ' . . - ——— Pl .
_ more power and control over the teacher educition programs. Their

.

predominant character@sticé are anxiety and a feeﬁng of being threatened.
5 ( < w ’
The independent school districts tend to take a laissez faire posture.

They have, it is asserted, more important fish to fry and their spotty
attendance record bgars this out. According to one informant the school

district did attempt to take a positive posture toward teachgr education
mrough the operation of its own in-service programs when teachefs

: c"omf)léu'ned that college&programs were hot resﬁonsiv‘e to their ngeds.'
¢ ~ . he Y

The teachers found the school district\programs no more appealing, however, .
ot b 4

and {hey were dropped. The school districts are now ‘willing t6 let the

.center pick up the training role, but are cautious in the Wiy they are

RS ) v
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involving themselves. -, S

The role of the educat1ona1 serv1ce centers 1—yrd to assess. The

-

executlve off1cer claims that the eerv;ce center is supportlve of SATEAC '

N

for "idemlistic" reasons (general .improvement of educatlon), and because

1Y N
4

SATEAC can enlarge the range’ of services available to the clients of

. the 'service center. Detractors of sthe service center charge that the

4

executive officer's interest is %ased upon presumed budgetary and,staffing

: ad\’/antages for the education serVice center. Theré is not enough data
avallable to resplve thlS dilemma, nor is there ever likely to be, but
there is no quest1on of the serv1ce center's ﬂeDn,eral operat1ona1 support.

- w * '

) The role of the Texas State Teachers Association 1s evolving.

Or;iginally-,a somre respondents suggeste,d its representatives were over-
Y - .. o N .

awed by the".ccllege personnel and felt uninformed on teacher training
> ] ®s - . \ -

pro'grams.*‘Now. that the awe is do,\yn‘and the level of information up,
e i d ¢ - . %
< - new agenda 1tems are emergmg The ass0(:1at1on is séekmg more

- K

professional involver'nent in teachentraining, accred1tat1on,- and certifi-

cation, possibly even to the.extent of -havmg its function vested in a
-
state board consisting of profess_mnal perSonnel. It 1s begmnmg to see ¥
‘ a]l local Teacher Centers as possfble sources of 1everage tothisend -~

and also as channels for feedback on teacher educat1on 1ssués. It seems

likely that the profess1onal representatwes will become mpreaSmg}y more

Q . N ' - -
- 1
" vocal and more powerful in SATEAC‘. \
! . . ) . e .
! ° o
t - '.
\ , * . . f -
* 3 . h 4.
2 3 -
. s . -
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Finally, the community role is also changing. The interviews indi-

cated that the community representatives originally felt uninformed and .

¢

unable to grapple with the issues at a sufficiently higt; professional level.
: ) -
But experience is tending to alleviate these feelings. The' chief nofe

with the cofnmunity is accountability. If poor teachers cannot be elimi-

L4

”nfatéd( once they are teaching, it is essential to eliminate them dtiring the

“training process, and SATEAC is a vehicle toward that enci. In general,

\

RN .‘*3

~— . /

however, the community representatives seem to be sympathetic and

hY ~

P
s

supportive of changé and view the SATEAC experience as an unusually

usrgll feedback channel for information about school"s.

There seem to be at least five major areas of conflict:
b " N
~ ¢ . .
1.Historical cogiflicts .exist which set university against university,
* P .
university against service center, service center against school district, .

s

and Texas State Teachers Association against the Texas Classroom

-

Teachers Association. ' Reasoms for these conflicts inclyde the fact P

Py -

i)
that un1vers1ties an)i thk s'erv1ce ‘center both have a legal m-—serv1ce

- S

mandate, different universities and professional associations compete

- , !

with each other, aEd school districts, especially in 1arge c1t1es, seem to

\
N

see the services offered by the serme center as inferior torthose they

, ]

could provide themselves. ' By state law, however, the school systems -

apd‘athe service centers are required to cooperate. All these conflicts

»
Ve

lend to be reflected in SATEAC _delib,erations‘. Members find it hard to

. .d&vest themiselves of their historical loyalties in order to deal objectiyely ‘

‘
) . k] A -
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with one another,

"2, A certain amount of interuniversity competition also exists. The =

area universities%nat_urally compete_for students.s They seemn. té feel tt%at

) \

H 1Y

* the program review process unfairly requires them to giye away trade’

-

secrets. They do not feel that they can get a fair and open é}.'itiq&e of

their programs from their competitors. "For reasons of their own self-

-] ’
P

interest, they are not too eritical, even if deServed, of the program
4 ,
. Yy . s .
proposals of their competitors, lest they be overly critical in return.

With five universities in the area@ective é‘ompetition for students

depends on creative and responsive programs. If all programs are alike,
all students will eventually attend the University of Texas at San Antonio

v

since it will have the lowest tuition. SATEAC will have to exercise cau-

. tion to avoid préssing the universities into a common program, thereby

discouraging diversity. S >
"3.The program review process is also an area of conflict. The,
- * . .

universities naturally feel a great loss of aufonomy, control and power

» -

as a resuljc of the’Texas Education Agency requirement that \progrém
propos:als be reviewed by the local Teacher Centers. This tends to.create

conflicts not only among the colleges but between the colleges and the
s N . \ . - L K .'
rest of the board. * At SATEAT the colleges feel especially threatened by

~ D o

the préctice of excerpting reports from the minutes for the Texas E'duca-:

-

~\ . . ’
L@ , | tion Agencey"@’ atzent?on. . N
" . K c b Q-
. 4. The service center was selected as a neutral ground, but its

- ‘~ . . . ‘ l . /

'Y
¥ ™
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a

ability to provide operational fu’nding has made it peculiarly unneutral.
At one t1me, 1,t is asserted, 1t vzas actually proposed that the service

center become the SATEAC. Whlle this effort was defeated there remain
! v, . a
a number of board members iavho pers1st ‘in ascr1bmg to the service cen~

ter the motivation of adopting the Teacher center for its own ends.

“{ - . . ' 4 I . R °
‘ -5, A status conflict exists ‘among the members of the board,

especially between the colleges at one extreme and the professional and

community representation at the other. The colleges are seen as patronizing,

.

the professlonals and commumty representatlves as unmformed. Ob\ﬁously

& :
this tends to prevent the center from recelvmg the conceptual and program ¥

4 z, t
development skﬂls the college people might bring as well as the ' 'real

-~

; world" practical ski]ls which other members might bring.” .

SN IR DALLAS : f
/,' : . - . ‘
~..Most respondents were qulck to assert that an atmosphere of trust

and cooperat1on exists among council. members. 'I‘hey were willing to
say tbat d1sagreements and differences are accepted w1thout Jealousy,

and that md1v1dua1 universities were, by and large, willing to listen,

¥

to aceept criticisms, and also to criticize each other. In th® view of

-

those interviewed in Dallas, however, the b'udding cooperative relation--

ships between the universities and the schools are probably not easily

duphc ated els ewhere.

-~

[N

One respondent felt that the aja}wsory council had made a lot of

+

- _progress in its attempts at workmg together. Once meetings consisted v

-~

Y
v
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s .
of a series of glowing reports from committees, with the actual decisions
. 4 ‘
being made in somebody's office, but they have progressed to forms of’

opén exchange and debate with a minimum of hidden agendas. Now, in 7 -~

this person's view, in an hour or an hour and a half of meeting time, .
E ~ o at

® £l

s

unanimous decisions are the rule. ¢ F L.
Two other respondents, while agreeing that Qpenne's's to different
viewpointé and a willingness to work together do exist, would rather say '

that competition has not openly surfaced, or'that a full scale adﬁsory

P -

meeting is indeed "a wonderful show. " They point to the lack of role
e d \“' -

definition for groups such as the service center and the community, én_d '

to the fact that while the advisory council consists of different ethnic

»

groups, the input of some of these groups is not yet what it should be. *

-
\

At least one respondent was willing to abandon the word parity and-

adopt something called "functional involvement" instead. The difference

1)

in terminology is meant to suggest that, rather than striving for an equal '
voice for eath ﬁarmer on all issues, it is more sensible to develop the
kind of trust under which each member organization can be counted on

for its particular strengths. This, however, requi;és definir;g roles

and boundaries of influence and that seemsé 1o be ‘a major prqgccupatior;
- of DTE(; at thls momen:t. ) ' )
Resp‘or;d"eqt's pointed out that some i;xj§titu§ion‘s or organizations have

already defined roles which must change while others have never really * \

had any defined roles to begin with. For example, the unjversity reward
. ¥ . N N N ) ' , ¢
: . y

*

.
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system' is based on published y(;ork while time spent working with'publi_g,

2

_schools detracts from the pursuit of the publishiné goal. University

4

professors have a natural reluctance, therefore, to expand their roles

-

.

fo'include work with school systems when they knojav full well that such

. ! . )
expenditures of time'actually penalize their advancement under the tenets

R 1
)

of their own institutions. A p;ef\ss\or who devoted considerable time

o

and effort developmg competency statements and who did not receive

l

tenure could not help presume that theSe efforts had not been valued as

-~

.hlghly as the more acceptable publ1eatron of a scholarly article. Profes-

s ' -
' ]

- smnal assoclat1qns, on the.other ghand, have nevér prov1ded a reward
o ,‘/ . N - o

'sys;;em even ,‘ap"proaching that of the publish or perish syndrome.

i Whether 'it,isu easier to redefing an established role or define a

‘_ﬂ N - -

" " . néw role to conform to the Teacher Center concept is a moot question.

[ Y
e ’

. The-role of:'the seryice center, it"is said, should r'e'st primarily

- Lo e s ! ) . e
" with'making Jinformation available and with facilitating the exchange of

_sinformation among s'cho,ols and univer:s'ities,.~ The service center is
——

‘.,
- ¢ ‘

desmous of havmg a greater unpact on Dallas, f1rst as it is reported

“to\have had on smaller school d'1str1cts. The Dallas school d1str1ct

- I

however, a_ppears to believ-{ that_rt not only can provide the serV1ces the

. e N .~” ) 4 . T c ., .
service center provides, but ‘it can do so better-and at lower cost.

~

The -contribntiOn of the state education agency;,x;/as primarily in the
legal ‘an’d procedural a'reas. 'l‘hrough a representative; state legal and

i 1

bureaucrat1c complex1t1es could be brought ‘before the counc11 when they

] I
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would do the most good, namely, when policy or program questions were

being discussed. An example of this sort of input from the state occurred

' . ) H
when the council was reviewing a policies and procedures document

pertment to preserv1ce teacher education. The representative from the

\

Texas Educatlon Agency was able to suggest a number of changes in the’

’
*

.document to assure compliance with the freedom of information law.

-

n ' P ‘
Problems with late payment of teachers!' salaries, for example, could
be resolved more efficiently, it was explained, by working with a rep- .

resentative of the state familiar with local conditions and personnel. By coy

\
-

and large, however, it was agreed that the roles of the state, the com-

munity, and the professional organizations were the least well defined.
The council has not eecaped some of the conﬂict%pointed out

at the beginning of this section. Teachers resent being told what to do by

university professors. Professors believe themselves to be most quali-

fied when it comes to teacher education; on the other hand, administrators

wish to retain their authority. The representatives of the different

¢

organizations have to understand and respect each other's language, and
\

direct their activities toward a commupal goal rather than preserving ,
partjsan policies. Just as necessary, it was ;;oihte}out, -is Bome-meens ' .
of communication between council members and their ov;/n ?rganizations
so tﬁat the separete organizations 'can\iesponsibly ‘define their roles.

+ - There is ev1dence that some of the partners are acceptmg and

.

examining the d1fferences to see what solutions can be negotlated

]

=




Respondents say that it is now possible for a professor and a practicing

teacher to discuss the effectiveness of a student teacher re'asonably and

candidly. The result has been that a document on the rights of student
- teachers has been worked up. One respon_dent recalled thatya turning

_ point in attitude was reached when it became clear that it was possible

‘ . N i ) '
to be chairman of one of the advisory council committees without being

~

&y

P ¢

a professor. - : S 4s .
1]

Even though pregonceptions are breaking down and the efficiency
and effectiveness of the council is increasing, there is still the feeling
M L . ‘ |
that substantive differences in role effectiveness exist. Lay members are-

said to feel that they can add little to the discussion after it reac‘he_s;"
X .. S ‘ T
levels beyond their expertise, and as'a consequence, feel excluded, In -

a sense this situation is seen as being justified and the atten_dan't problern‘s' "L

as being caused by poor definition of roles. All respondents seem. to

. ~

agree that member roles have defm1te boundaries and that these sho;zld

» .~

be defined ahd negot1ated. While the community m1ght not cont1;1bute

‘4

any _'technical expertise community repreéentatixes can challenge values

and clarify assumptions, especially in the area of racial or social class

aifference‘s. Community representatives could thus be relied on to help )

the counc11 better understand the students' home and commumty environ-

’

ments. In Igtas commumty representatives have oreg?(wed gu1ded

tours for é:ouncil members to acquaint them with aspeCts of community
“life with which they are not familiar. . o "

. ~ . 3 Pl
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The major,” most influential partners seem to be the university, the
- ; Ko\n,,\é -

school d1str1cts and the Sérvice cenfer. All respondents, agreed that the I

three partners worked"toge'ther effectively and that substantial progress
o 7 s 4 ! . * -

. . . ® .,

’ had been ‘made. On the other hand,*there were also'prognostications on

.
0y LIS . -t

4¢ . , :
] the future such as "it won't wor‘k, it' %olitical as hella" . :
A]l persons mterv1ewed agreed that the trad1t1,ona1 autonomy enjoyed

by the 1nd1v1dua1 partners is a thing of the past,. They indicated_ that they

are workmg toward the same goals, and that they recogmze the madequac;les

*
@ _'-f

of present representation and dec1s1on making in teacher educatlon. Tea-

cher.Center off1c1a1s fe“{)that it 1s only thé top 1eve1 of admmlstratlve ,
\»\ ] ! . ’

personne t ‘West 'I‘exas State Umverslty who fa11 to see that the umverS1ty's }

-

effectwenesis can be mcreased through cooperatlon, J.rIdeed that 1ts best

x R . T

o, i . B .'?( N
" chances for meanmgful surv1va1 depend on cooperatlon. S )

- /

- The serv1ee center has had a 1engfhy mvolvement Wlth tHe twenty-s1x P

counties in the nox:thern part of the panha,ndle.‘ It has loffered an extremely
'}vide .range‘of» services, ’an'd, reshondents report; has met Vyithgconsider:'-.
able succ-ess: It has not restr1cted 1tself to 'l'oemg a resource cether,: -
although it has a large and Yvellrstocked,facility. -For s0me t1me it has
T, , . _ ., .

offered workshops and other educational experiences which West Texas

State University recogniéed for acadmtc credit for participa{tling teachers, '
,Overlapping experience$ were not offered. in ordér toq'avoid,conﬂicts o ; N
between the sez\vice center and the university. Respondents felt that an |

. u%lwritten understandtng gov_erned this re_lationsh'ip to ,i;eeo. them from. N e

79~
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"stumbling over each other." That relationship, however, is said to be

deteriorating to the point where collaboration is becoming impossible.

[y

Also, as already noted in a previeds section, a redirection in university
. policy is making it increasingly difficult for the school of education to give

academic credit to teachers who participate in the workshops offered by

the 'service center. : -

’

Faculty members in the school of education at West Texas State

I‘Jniver‘sity are p"ortray'ed-as being interestead' in collaborating with the

-

Teacher Center and as be1ng supportlve of competency-based teacher

e ——— e -

’. educat1on--cond1t10ns ﬁnch the Teacher Center and the dean ot(t the school

'1 ‘ . -
of edueatlon have been interésted in promotmg.*The relat1onsh1,g between

‘e

. the,university 1 the school system is also portrayed as being healthy
. s » ‘ //I - -
and, cooperative - In a gense, however, it may be untested. For example,

-

apparently the un1vers1ty controls the faculty appomtments it makés 1n

the vartous schools. Wh]le the school sys{tem ‘might wa§ to exercise
some mfluence over these appomtments, especlally as far as the adequacy ,

-

of penformance of the faculty member, is concerned the issue, as one '

- - .

"
¢ .ot o

- respondent put 1t, s1mply hasn't ar1sen. o . w -

.‘ -
|3 -

All respondents would probably agree that, so far as the role of the

\I/parent, cthe tiacher, and the <:ommun1tyr are rnargmal' In part, these -

rgles- have not been def1ned in part the1r input’ 1s llmlted'B%cause they

‘are not fully aw‘are of the nature and scope of the emergent struggles

' .-'betwe'ei'r:_major,partners, espec1ally the“umverslty Jand the service cenl—e{

. e . »
A . ’
' ’
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. . . .
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Two respondents saw the lack of mputs on the part of the community and

the teachers as due to the combined efforts of two factors the desire on

the part of the major partners to retain po nd the 1ack of aggression

on the part of the community and tea®her representatives to participate.
Teachers were cited as needing some ''consciousness raising' and as
. e N . .
being deficient in influence. . . ’ s
Here, too, as in Dallas, a concrete situation seems to be emerging

) which will brmg the matter of commitment and coIlaboration to-a head.

T

>, A bilmgual proposal ‘has been submitted to the Office of ,Educatio ﬁlch ’,

oa [ j— moe e mm—— ~ -

if funded would require the univerSity and the school districts t work

e

closely together in the field. Project funds would pay for the regruitment -

- . ‘ ° 5

N .
of new faculty to teach in the bilingual program for a period of up to five
ypars. Eventually these courses.are expected to generate enough credit’
Vo
hours to warrant receivmg money from the state, and in that sen&;e, the’ .
; \

~ program is expected to become self-supportmg in due time. The WilImg- !

-
’

ness of West Texas State University to participat'e in this cooperativé‘

-~ LI
- .

endeavor would imply their evéntual willingness to cohtinue it after the
' . -proposal funds have run out. The hope is that the different partners will ~

learn to work.together successfully.by_the time the pr6gram-becom‘es .self-~
supporting and the biiing'ual program is _institutionaiilzed. v

L . HOUSTON": - ~ T

v ' _ The univei;sity appee}rs to be the primary leader m this project, al-, .

. .'.-iic'hough not n_ecessarily dotriinating the soh%ol districf%',. One respond1ent

£

L )t
’ . ".




felt that teachers have been listened to more this year than in the past,
espec1a11y by school district administrators. In Houston, school district
representatwesq seem to communicate regularly with the1r adm1n1strat10n
and with school district teachers about Teacher Center activity. Umver-
sity representati.;/es are actively seeking to increase university involve-
mint in the project. University involvement is said to have increased this"
year over the previous one resulting in the regular involvement of about

25 percent of the college of education faculty.

Again, in Houston, thexe seems to be good communication between the

Y

[ [ FOUNE .

' teachers and the Teacher Center. Much important mformatzon about,

F

Teacher Center act1v1ty seems to be exchanged on an informal basis; it

seems common for people to stop by the project director's offlce for.

conversatif’)n before or after a meeting. Commlttee members md1cated

¢
-

_th;«l/chey get drafts of documents such as new preserv1ce programs prlor '
to Operations Commlttee meetings on a regular basis. Two respondents,
- who suggested the general content of a proposal to the Fund for the

Improvement of Post Secondary Educatlon, listed th1s contribution as

v ‘

an exé‘mple of the1r part1c1patlon. -‘Based on_ their mput the University of
Houston representatives prepared the proposal for the Teacher Center.
Other comm1ttee members. fowever, seemed to be unfamiliar wzth the

. contents of thevproposal when it was discussed at an® Operatlons Committee
TR L
" session m May. D1scuss1on of other matters at this meetmg, w1th which -

i
i -

4 ,

all members seemed fam).har, mcluded a new bﬂmgual program for the
S ' ,

N A -

Wy

e o / ,/v [ .
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: c‘ollege of education and recent development of competencies for super-
vising teachers.

" -Serious conflict was skiilfully avoided by Operations Corrxmittee merr-
bers who indic\:ated that differences and disagreements are generally handled

outside of formal meetings. There certainly seemed to be frank open
expressions of differing points of view on the part of Operations Committee

-
A

members at this meeting as they dealt with review of the bilingual program,
consideration of a policy on Teacher Center publications, and efforts to

evaluate school administrators. For example, one professional associa-

a . ~
tion representative stated that teachers have no choice or control over
. . .

administrators evaluating their work, and rais‘efl the possibilit§ of applying

‘this policy in reverse. The séhoo}administration representatives responded

‘that they felt the policies -on teacher evaluation should be improved

. : :
rather than 1mposmg an admittedly madequate process on admmlstrators.

- N o

Rewards

a. The Univ>rsity . Traditionally, the position° of a temured,

full professor is theauItima\te reward that & universityl system can bestow ,
£ ‘ '

on a profegsional educator.. There 'is, -an apparent and generally strong

v

-

professional motivation for college of education professors to come in ‘
2 [} ’ 4y s!
d1rect and frequent contact with publie schools, in order to test their. '
_ L
_ teacher preparation programs in a real settmg. It seems logxcal that the
¢

. mst1tut10na1 reward system, ho&vevers, wﬂl strongly mﬂuence how th1s

professional interest is carr1ed out by ind1v1duals. The University of . .-
Fad M :
- .‘ L R ) - V\; - ’
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Houston, according to Operations Commiftee members, determines tenure

. on this question, however, is seen as a considerable step forward, for

—_—

[

and promotion consideration for college of education members applying A

the same ci_r;iteria to every discipline. ' Generally the first concerfi is the
number of publications in refereed journals the individual has accrued.

with less emphasis placad on teaching effectiveness and field service.

Participation_in the Teacher Center project is said to be given

L .

strong consideration within the college of education in tenure and promotion

recommendations, but this does not éppearWthe case at higher .

o -

% ‘ . .
adrninietrative levels within the university. Thus, one faculty member

B R

in the college of education Was recommended for tenure and promotion by
the' college in large part due to his Teacher Center work although he had

not done much traditional publishing. The récommendation was turned
° - - e > -

down at phigher levels within the un-iversity. This leads _some to say that

®a

the reward system within the university does not' support working with the

£
Teacher Center strongly enough. The posture of the college of educatiqn

..

e . . -~

-

it is willing to count the development of a competency-based teacher

education module as equivaléﬁt'to a published material when ‘decisi'ons on
. . & i ’ -
) . .

promotionh and tenure have to be made. One avenue faculty members have

considered and are beginning to use consists of conducting research and

- v N
- . “ AR -

cleveloping publications based on Teachér ‘Center experierfices and field

' T & [
<
v

) B
activities in order t6 meet the university's reun‘rements for tenure and

] "'s b o .

pro wot'ion. - N . : -
. 1 . ,“ . . 3 .
) ’ E ! . * . '?‘ ' v
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the school district on mahy matters. Tor teachers the primary reward

"b. The School System The school district, of course, has
a gdod opportunity to influence :c.eac her~preparation programs through its:

work on the adﬁsory board. School district a‘.nistrators are éaigi to

have a strong voice in both the advisory board and the Operatiohs Com-

mittee. .Teachers are said’to have less power than the administrators

» .
'

_ at the advisory board level but an equal voice with the Operations Comi<

( N .
mittee., One reason given for this is that representatives from teacher

- N ‘. . ) ,
associations often cannot take a position on an issue without polling mem-

bership; administrators,' on the other hand, can speak more readily for

¢
L]

. -
h N * . -

) §eérns to be their ability to’exert some influerice on the design and conduct

of pre§erﬁce and in-§er\'(ice training, which has traditional%y been imposed
‘o e R 3 ~ ' ,1 il
by the university professors and school district administrators, and has been

restricted to course offerings at a university. There als¢ appear to be

hen'efits to individual teachers. A joint effort on the part of the school
district, the state and the university has furnished additional funds and

improyed conditions for staff development, Individuai teachers are also

said to be gaining some skills in program development that apply ‘directiy

»
¢

s to the1r OWTr teachmg s1tuat1ons. Accordmg to Operat1ons Committee

members teachers ”want the university to come to them--to respect and
?

-,

"use their expert1se and the Teacher Center almost forces this to happen.

o et g,....
- .'.n
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Although formal aé’reement on m.atters of autthtY’, resourées and
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- roles has"not been .obtained, and new bylaws are to be formulated, it

J
o appears that council members can work together reasonably well. The

, [N

d1rector feels he can gam support for anyth1ng he needs to accompl1sh

The representat1ves from Texas Chr1st1an University probably exert .

more mfluence on the council than do representat1ves from the other

\1

un1vers1t1es. One respondcnt maintained that, on joint endea\vors, Texas

.

' Christian University representat1ves "dominate the other un1vers1ty members"

N
and thz}t the un1verS1ty s'point of view or ideas generally emerge, wh11e
input from other un1vers1t1es is overlooked. One reason for th1s may be that
'although there is oply one, ’,‘[’exas Chr1st1an University representatives on the -

: counc11, the part time evaluator of the project and’ the representat1ve on

K the Professional Competency in Teachmg Committece also attend counc1l L

L)

| N
meetmgs. There is also some pertment past h1story Texas Christian \

‘ ’ ...4-’"
E 4 -

Univers1ty was at one t1me not _only the grantee agency, but a former d1rector o

! e T \

of the proJect still represents them at council meetings. Fmal'ly; Qt may be

e

by —

that the contr1but1on of funds from Texas Christian Un1vers1ty, wh1ch was . .
* - ~ ) . » ' ¢
.'ameﬁt'ioned previously, adds to the sense of 1mb_alance in roles and levels
o :iii’ ’participatiﬁn of memb“e_r‘_universities.

” ’

. ‘ .-'.". /’
o0 The.oret1cally, un1vers1t1es will be capable of improving the1r own

P
-

: -atrammg programs Atirough a better understandmg of the school district

S

and 1ts problems.’ However, as is usually the case with un1vers1t1es, their

e i (3 j
o o“fn reward systems usually discourage much direct work in school systems.
I 1/

,.. A .‘ ." . Retls ../

Accordu;g to one frespondent durmg 1974-—75 Texas Chr1st1an University .

";’.,‘ - ( < -
L deoreas‘ye(d the. 1mportance of fxeld based act1v1ty and teachmg in dec1S1ons
/-° lt ;/ . ’, ; ':, - “, "‘ LN .- .
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 this year. The university representatives on the Teacher Center council

- by the university.
/7

- has an opportur;ity to influence teacher-training program, something

’

on promotion and {e¢nure, stressed the role of i‘esearjch and publication.

L]

A case that illustrates the general.university tendency toward r'ewardjw '

redearch and publlication is unfolding in the Fort Wérfih area now. A
. / v

young professor. who, according to Teacher Center council members,

iS outstanding in his performance in field=based training at one of the

. four Teacher Center sites, is due for consideration for tenure and promotion

~?
’

- hY

' be'lievq he shotild be r'ewardeq; but they do not expect he will be, as he

. . «*
has not published enough nor has he tended to public relations functions

at his u{i}egfity. Such developments discourage many university faculty

.members who reatize that, although their time spent supervising and

7.

working with student teachers is extremely demanding, it is not rewarded

’

v

The schgol district. through its participation in the Teacher Center

they could do previously only very indirectly if at all. The community.
is rewarded by having an opportunity to contribute their ideas, opinions,
and concerns to the planning of the council. Tb\e Teacher Center also -

provides: an avenue through which'young teachers may become exﬁosed

to minority students, thereby eliminating any fear ér prejudice they may

have.. .

-87-
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J. ACTIVITIES OF THE COUNCIL . b ;
. SAN ANTONIO g
£

-

‘Becaﬁge of the historical perception of SATEAC as a holdiﬁg company

or clearingt:iouse, few activities have been undertaken. The earlier

] ’*

program thrust in competency-based educatlon has largely dJ.sappeared
" due to the attorney general's decision on competency-based c?rtlﬁcatlon.
The only mandated activity is program »re,v1ew, about \ngh there is a

difference of opinion. Some people feel it implies evaluati n, others mere

critiq\;e; still others, predominantly the universities, feel it is merely a

"sharing of information.' Some participants describe program review as

, T (
,a searchin®, sometimes even harsh process, while others think of it as

. ! .
"Mickey Mouse' and perfunctory. There is concern that it may cause ;

over-c?nformity and stultify creativity, which leads some members to

search for avenues of involverment mych earlier in the development process.

The only programmatic activity is the student teaching Needs Assess- b

ment Program. This program was approved in deéultory fashior; by the
board in July 1974 and since then has been speeded into operatioﬁ by the

executive officer. As was noted earlier, the rapidity of implemen’iation

was resented by several board members, causing the Needs Assessment

T

P'I;oject.to become a cause celebre. At the present time, individual board

members are contemplating what to do next, and will discuss desirable

L3

_ steps at the next regular meeting.

The mode of collaboratmn on both the mandated and prog;ammatlc

s

{ctivities can only be described as less than ideal. Prdgram revusgw,would
. - P - i .
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probably be abandoned by the collcgé if they had a choice. Substantial
elements of the board believe the needs assesgment project is a waste of

time and resources and, since the only two ongoing activities have not met

4 >

substintial approval, the prognosis of future collaboration cannot be -

. 8

‘

"'predicted.

)

~ .. DALLAS
In Dallasttthe échool dis_tri‘ct and‘ ea,cE participating‘}lniversity signed
a document called ""Agreement to Dévelop a Co’operativé Program of
Laboratory Experiences'' in order t§ pu.t\ SB 8 into operation. The aéree-
ment listed séven functions that tihe DTEC, acting by and thro‘ugh the council,

was expected to perform. Five of these functions dealt ‘with substantive

4
‘o

matters; only one, however, has'been carried out explieitly: the -
‘ . . .. . - »
recommendation of in-service improvement programs for supervising +
& . :

teachers. As a result an early childhood program presented by one of the

participating‘ colleges unde\rwént some rev},sions at the hands of the council

+ LN

»

and was then submitted to the Texas 'Educa‘gion Agency; that college now

/

_offers a certification program in early childhood education. A similar

o

cycle of events was followed in the case of a reading-specialist program

a '
~

at a different university. Some uni\iersity,class'e,s”have been conducte& in

at least one Area Téacher Center and the structure of an elementary

education program at another university changed its time schedule and

included on-site instruction. No effort was/ylade to inventory the activi-

[
% .

ties of the board in any comprehensive way so, undoubtedly, many more
S o

o
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examples, of this work exist. Functions not really addressed were: to

] s ~ L . ‘ . . i [
recommend criteria for the selection of cooperating schools as well ds
‘ ~
policies for their operation; .to recommend criteria and pracedures for
S “ ey
! . . . ' “ !

maintaining a roster of teachers eligible to be supervisi.né teachers; to
‘- + * s
récommend criteria for t\le gelection and use of personnel from the colleges
ha and, universities involved; and to cause periodic evaluations of the effe\lc—

tiveness of the agreement itself. Some of tt‘;e finctions noted above werd \

< o ‘ R Y
. not-discussed at council meetings. . » .

’u

Each Area Teacher Center is responsible for placing its own teachers,

although their boundaries are crossed when such placement is made.
. . ’ ‘ o ' )
At least one respendent noted that the criteria for placing student teachers

.

should be discussed at council meetings since there was some question of |

«
4

whether or not teacﬁers were pléced in all areas equitably. .,_’,: .

-~ . ) L3 . v"
4t takes some time before the right moment arrives and a certain .course

. . I'e P 3 . ) > ’
of action is carried out decisively by the council. One vespondent re-

0.
- P . ¥

called that the council had long ago evinced interest in competency-based

. L

' teacher education and for years had claimed "it was dding it." But,
compared to present coﬁﬁcil activity on the topic, it really wasn't., First,

a great many ste;ﬂs had io be taken: competency s‘tatements prepared jin

- other states were reviewed; help in the writing of competencies and in

-

orghnizing clusters was obtained from consultants’ from, different parts *

.

of Téxas, and verifying and obtaining support.from different groups such
\ . .

teachers at large and administrators was initiated .and well

A . e , 7 .
N t . .
.

N ¥
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\under way. Once all responses to the compctency statements are received

they will be revised-and be.ready for .adoption.

WEST TEXAS )

I -

The- bylaws for the WTTC list a number of funct1ons of the advisory

P

counc1l. One states that the counc11 1s to serve as a base for studymg

". local teacher education program needs. As a result the counc1l déter-

m‘lned that a biling'ual education proposal should be subm1tted tothe ~Texas

Education Agency through the Teacher Center seeking federal funds. In

¥ .

th1s proposal the education service center was named as the fiscal agent,
d1str1but1ng funds to each partner for services as they were prov1ded.
The Teacher Center has prepared other proposals as well One aimed

at assessmg the impact of competency-based educatlon and, subm1tted to
A}
TCIES/called for the evaluat1on of t:ompg.ency -based teacher educat1on
’ 2 s -
graduates. In this case; West Texas State Un1vers1ty -was'named as’ the
)

fiscal agent and money was mcluded for the services of the publi¢ schools

and the serv1ce center, ;e v« ot
\ Another function of the council 1s to plan the kmds of facilities ard
L » » . ‘r.‘ "t

support the local school d1str1cts are to prov1de for student teachers and
for wh1ch SB 8 supplies fifty dollars. As one respondcnt stated, ''we have

not gotten into this;" the umversity and the school d1str1ct have simply -

contmued their ex1st1ng agreements and procedures. Apparently, though

’
~

a plan is under consideration that would requ1re the service center a.nd

the university to contribute to SB 8's fifty dollars in drder to support an

N -

“

/
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evaluation project.

P

A third funetion .of the council is to advise colleges and universities

on ,‘tt_1e'ir teacher education and certification programs. All proposals

relative to certification questions are reported to be gomg through the
Teacher Center. Respondents stated that before the competency-based

teacher education mandate was 'rescinded, Teacher Center partnexs
.. , . -

i ‘ ’ . )
colllaborated on preparing competency statements that practicing teachers
endorsed and West Texas State'University faculty members adopted.

’

Appar.ently the school of eduication at West Texas State University was

mostly competency-based, but has drifted away from that position since

* the attorney general handed-down his opinion. . ‘4
"The fourth function of the council is to advise local school districts
o . ) . / .
. on field expériences for student teachers. Again, during the ti‘me tha

Ay . o ? v

compeltenéies were stressed, teachers and student teachers workéd together

reviewing and recommending changes in competencies. - The curriculum

I v -~

for teachers atthe university was organized in modules and was respons
s '

R . ~ . .

sive to the needs of student teachers.‘ Some. respondents report that

work in this area now appears to have diminished.

1}

The fifth function of the council is to advise the local school districts =
C ' g
‘and colleges on in-service programs for supervising teachers. At present

.
<

this matter is not handled through the Teacher Centef although, as one 4

respondent “stated, "here is no reason it couldn't be.'" The tz;aditional
S 3 -

o, p.z;_aci:ic.e has been for the uniVersity to work with‘the school districts .

7




individually, and that approach continues. ’

The sixth function of the council is to develop précedures by which

supervising teachers from the school districts can’be recommended to

serve in the student-teaching program. Again, it was reported that "this

< . 4

could go through the Teacher Center," but so,far nothing has changéd. One

opinion was that it could probahly not be done any more efficiently than it

.

is now, although working if through the Teacher Center would-have the

.

advantage of involving the service center. Principals, according to t}he -

respondent, like the option of deciding who the supervising teachers will be,
and {hey are, after all, in the best position to make that decision. None
of the respondents objected to the present (and traditional) way of handling

this ‘matteér; although, they said, they ‘would not necessarily be opposed to
involving the Teacher Center. N

.

Finaily, the-seventh function of the council is to "involve other agencies

' S ¢
and groups" in an advisory capacity, and this, too, has yet to be done.

\ -

) HOUSTON - . v

.
3 .

The Operations Committee carries out numerous activities authorized

-
s ” -

. in their bylav;/s. Major efforts include: (1) studying teacher education/

N b ‘ »
e . N

cer'tificsition programs and advising the Univ.ersiiy of Houston about them; -
(2) dev'elobing'.;;olicies fox: t}}e px.'oject; (3) recommending criteria for

sele,c‘ti.on of superviéﬁig'teach;ars; placing student tezicv:h.ers; directing /’
in-serviece pr(‘)grams’; for sﬁpq’rvising t'eachers;, and (‘4) preparing proposals

.

\ ‘in ord‘ef to increase resources a’gd the role of the Teacher Center. '
r j o A . ’ ' ! /
¢ / ' i . N ‘ ’ N

- v
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The most recent University of Houston tea)cher education program re-

J

viewed by -the Operations Committee was one in bilingual education.

Yo o« .

Respondents indicated that they had seen an earlier version of the bilingual
] * .

program, had reviewed and ‘commented on it, and that the latest version

seemed to take into account all the changes they desired. "The feeling at

14

this latest meeting on that proposal was 'that the university really did seem

to seek the committee's advice and took account of their comments.
The Operat1ons Committee is develop1ng ‘policies on difficult and. impor-*

.

tant topics of concern to membersh1p. One of its act1v1t1es is the study of
recent legal act1ons “related to the rights of student teachers in Texas

?
from which it will attempt to develop a just policy covermg this difficult

<

and potentially- costly subject. ‘Another example is a subcommittee estab- .

lished to 'develop a policy on publication r?lights. University representatives

' N -

" “were cahdid and school district representatives were responsive tb this

ot : e“xpressed need for a policy allowing ‘university representatives to use

' [
Teacher .Center mater1al fOr un1verS1ty publ1cat1on practices;, o

Ind1cat1ons are that there is a fair amount of give ‘and take among

A .
. . N .

3 .o ,
Operations Committee members and.that issues are worked through rather
. \ ., e ’
than dealt with superficially. ‘ . - . "

_The fourth major activity of the Operations C;ommittee has been to

~submit to FH;SE a propos'al which will have three major purposes: ,

(1\) to develop competenc1es for school-based teacher educators (supervis'or&

o

«

. teachers) and criteria for award1ng creelent1als to in-service trainers who

PR Y

Jd \
. - -94- > - .
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demonstrate these compeﬁtcncies in the school districti (2) to design and test,
the mechanics for accomplishing this p‘roposal by other Teacher Centers
and school districts; and (3) to develop and test a_'"recognition system"

for r‘ewards in oay, status, and title to be built into the schdol system., \

/ .
The ultimate aim of the proposal is to bestow upon the teachers the respon-

\

sibility and powexr to improve their own profession. The Operations Com-
mittee will administer this project if the grant is received.
Each respondent,at this site was asked to comment on areas’'it was

hoped the Teacher Center would address in the future. Their responses -

varied: a school district representative would like to see the Teacher

]
)

Center seek and receive funds to support more evaluation and research
efforts; in this person's view, SB.8 does not allow enough money for -
evaluat1on of teachery trammg programs or for research in the content of

training ac¢tivities. A Un1ve§s1ty of Houston professor 1,nd1cated that the

> -

Teacher Center is being conS1dered as a 'way for the college of educat1on

to exoand its activities through indreased service to the school districts.
The university would provide field-based technical ‘assistance and in-

~ » (' . . '. P '
service training rather than bring full-time graduate students.in education

to the university. A self-study commission established by the university fo

4 \

. %o red1str1bute and plan the"growth of the university is mterested in the top1c

because of the student enrollment quotas imposed by the state. The coordi- L

natmg board for hlgher education in Texas ,has limited the total size of the &

L4

‘

Un1vers1ty of vHouston, which already has 29, 500 students, to 30, 000 students

for the next few years.

~——

.
\
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The need was also e'<pressed for further federal or state support So.

-

that the Teacher Ccnter can develop and experiment’ w1th new programs.

- » R LY

-~

In fact, even existing efforts in competency-based teacher ‘education and

-

. . ' /.
needs assessment would be refined and developed further, but financial
« - ‘ -

support is 1ackirig._ . s ~ y

P

° FORT WORTH

. Perhaps.the major act1v1ty of t\;le Teacher Center in 1974 -75 was the
.development of a report on ""The Organ}zatmn of Student Teaching as a

-

Cooperatlve Effort to Prepare Profess1ona11y Competent Teachers wh1ch
was adopted by the council and termed a "landmark document." The
'document deals with purposes and functions of studen’c‘teachmg, funct1o.n
and selection pf superyising teachers and cellege teacher educators, -
p‘ri.ncf'ples and procedures for assessing student teacher performance, and

.
. - ‘

JSfunctions of the Fort Worth Teacher Center in teachergeducation'.' Respon-

LR

dents felt that th1s document reflected two years of struggle to resolve _

’

difficult issues.  Its adophon should allow the Teacher Ce.nter to deal more"

¢ : P

effectively with operational problems, such as the selection and placeme nt
(Y ‘ NN

of student teachers over large geographic.areas'inv'olving several univer-
sities. This report was developed by a committee that included council
members, ahd several classroom teachers. The council members felt

that extens1ve involvement of pract1tioners would result in broad accep— )

-

tance of the.report andaid efforts to put its, contel:lts into operat1on. .

-« -

A second act1v1ty of the Fort Worth prOJect dur1ng 1974—’75 was to

o 7 -~ \
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-

Yo

N~

’

develop,and improve its management component. This. activity did not

progress very well and r.easons for its failure'were discussed by the E_dg

visory council. The councﬂ decided that, -before this activity could be

properly tackled, the roles of partlclpants and ex1st1ng channels of ‘ .
authority neede_d to be clarlfled.i There is also a need to clarify the’ role
participating institutions piay 1n grantiné finéncial aid as well. as tpe
ameunt of time needed to govern the implementa}ion ot activities.

A Teacher Center report also.in:rl’)}ied th‘at full commitment to the task by
all meinl_)ers 1s lackmg. One' can only }g;ness that problems u;ith project

management anay affect other Teacher Center activities.

. In response to a request fo’rfcomments’ on the future of the Fort ‘Worth

" praject, a number of ideas were expressed: Ome co}nmunity represen-

$

" tative indicated that-the council should look for increased sources of funds

' .
-

for the project through ‘proposa_lﬂ;\'ﬂriting‘ and tnrough $upport from the business
. cdmwmunity. It was also suggested that the Teacher Cénfer should make |

its act1v1t1es known to professlonals in the community. One university *

e

H L I

representatlve wanted the Teacher Center to consolldate its present ef-

forts pather than to mit1ate new oneS; 1,

sngges’ted the Teacher Center should.work for a program (i which students

are offered field experience in their junior year. Some disagreement on
° y - - .

£

how SB 8 funds should be use&'soon bec,‘ame apparent: ‘university répresen-

tatlves want funds to be spent on 1n-serv1ce training for supervising

i
teachers%e the school d1str1ct a:epresentatwes want the funds to be

4D At P
»
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another university representat1ve W
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. - used more broadly.
K. LEADERSHIP

SAN ANTONIO

~

, Ind1v1dua1 1eadersh1p is prov1dbd by the SATEAC executive off1cer.

*y

He manages all the routine affairs and acts toslmplement the board's

»

. decisions. ‘His style is not appreciated by all, however, as was already

-

noted, and he is seen by some as overstepping his authority. He himself

¥

seems to view his behavior as necessary to keep the" group movmg produc-

tively. Add1t1ona1 leadership is informally pro\n.ded by one of the university
SN
. representat1ves who, by reason of hlS age, eXperlence and prior p031t10ns,
el :‘ \ -~ .’~ \
is respected by all the collegé ,pe’o’p]_.e'and most of the other members.
o 7 \ \ o ':"‘._
. Protecting university interests is his motivatio‘r‘r, according to reporﬁ;_,\;';.

L

» * .
. . 0t

and hlS style 1s low key, acerb1c.

v

Inst1tut10na1 1eadersh1p is certamly prov1ded by the colleges,’ which

have 90 percent of the decision-making power. Their leadership, however,

. is Apparently consenvative and se1f-protect1ve. The service center prOV1des

a site and resources, and, thro*qgh the SATEAC executive officer, formal
— an ] L . L

leadership. g - LT LT T T

o
x® . s .. A

. " DALLAS'- . N

~ - AN

As has.been pointed out the school district is the dominant member . Lo

on the council. While some members think that originaily the council

was more dictatorial than it is now, others see a gradual change in favor

of open constructive debate with di'ffe.rences being accepted and negotiated,

H -

\)‘ ‘ . - ‘ ' -98- ’ N .'- . )
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and dec1s1on r’n:aktng 1s shared /It appears that atieast s6me of th-e S -

T ‘. L.
g ,:, i her! orr,the ccﬁncﬂ. appear, accerdmg to the hm1ted data, to feel com- s

. "

reprcsentat1ves of the orgamzations sxttmg at’ t'he councu have c'fefveloped
. , .1_ ; ' J

,znutually respectful and supportWe. and fr1end1y but hrm WOrkm’g relatmn~ -

o ; ‘e W ;" vt e
g e c ( -,
{r . L 2,70 e -

ships. . . ,’ P N s T ".'!,: l

. . < ‘ [ L4 rd
e : ' /
I‘rom the limited data\avaﬂ\able one is led to suppose' thab at least the

° 4 ‘ s . /' [y K ° . - -

school d1str1ct and the un1\§ers1t1es are developmg a coIlaborat1ve workmg -
:! f .- /

relat1onsh1p, a1though this could of chrse be challenged on’ the grounds o

. / .

that the sample of persons mterweWed tﬂas too small and restr1cted..4

. :.,_..- . -,"
\‘ -

Given the s1ze of the counc11 (about forty £1ve members) and the faé't that

v . N e.’.
‘ 4

it meets only four tnnes per year for pei:haps\httle mo‘re than an. ho'ur

each time, leadershlp at. the comm1ttee level musf: be espé&a]]y effec‘tme,

. - % . . .
\ R . -‘ 'R .
o

for one can guess that 1t 1s at this level where the dec1s1ons are made. e

- .t . Ny '. . '...- . N N .
Ty . .~ P
o . . Rk

PR LA WDST TEXAS R v

. ..-‘.
. R

_n mersny represen‘ta’cwes an‘d the,’Service center repres entat1ve

S0
-

'~—ha%e+egulap1y—exehmged the 1eadersh1p nole, wh‘ich seems to be deter-

o —--.- ,L_ -

-...--—— -y

. s mmed as much by the source of fundmg as. by pol1t1ca1 -reaht1es. Infor-

/." . l.‘ '.1

mal. leadershxp seems to fbllc}w fhe aLterrrafmg patterp of the formal
e / o '\’ f»/x,/-“ e
1eadersh1p. wh1ch last sh:fted. be‘cause 'oY ,éhangmg umversﬁy pohoy. to- !
- . . '-', PR A ¢ ' A4 RN

‘the servme centep. —-’I‘he schoo]; distmcté comprismg the other magor part- P
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”fortahle m ib}s -s:ttuati:on. ’ﬁhe prd&fessmnai assoc1at10ns are anx1ous to *

. ,' _‘,q' ‘ LT .
s et '. PRt ' TR

e exerei'se more laadgrshlp than thex'hav*e mthe past. and md1cat10ns are. * :'f'
. " . ™ T ‘ -
[ 4% '~' ! ‘ i Lo \‘n . \\ .
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used. * - . . - .:‘

- . 'u-
“ N v,

and business orgamzat1ons wh1ch cqnsti,tute a valuabIé resource madequately
'/ LT -

< j".'.. P e S R
HOUSTON R

‘ o.' -

Although the UnwerS1ty o£ Houston shares thé leadersh1p role W1th

.

8 ,, . ;-, ) ¢
the Houston Independent School Dlstrict it appears to be the predommant

.".~ 2 b

24

' Rl leader. The un1vers1ty is cons1dered a rat1onal leader m the competency-

. e [0
‘: / /' ,—‘-

based teacher education movement and local aw_areness of this status, plus

pd

the fact’that it sought and successfully gamed TTT, TERC TClES, and

' [N

" Teacher Corps support for 1ts aCthtl%S would log1cally result in its posi-

f / R - L
tion as prime leader inr the’.,Teac/her Center. Both the dean of the college

- ; .. Cope s 2 < . . .
of education and th€ executwe officer 6f the center, who is also an associate

e E __/

dean, have a. high- level of commltment and involvement.

‘/ PR / =

The Houston school d1str1ct admm1strat1on has not hes1tated to work

4 . - ,,/

openly, cooperat1vely, and on a large: scale with the un1verS1ty. Some .

S . . N

~f'-

personnel from the school d1str1ct have cons1dered the Teacher Center a ’

. *
”

' Yaluable resource in their work with difficult urban school settings and in

he has the author1ty to commit h1s school d1str1ct to any tyi e of |,

' .,th.e“ retraining of administrators and teachers. ‘l‘hey are considgred to |

» .t N * -

have given.some direction to thé center while' making use of its funds,

people and expertxse.
In part, of course leadersh1p depends on the authority that members g

can bruz,g to the boagd One school district admm1strator indicated that

-

» . . g
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teacherfselection or éssignment/pf'ocedure, and to direct the thoice of

* - { N
training pragrams. He also controls SB 8 funds by determining the selec-
) . ¢ ' R

- t

tion of superviéing teachers as well as the use of the fifty dollars per

+

student teacher. T{e representative of the teachers association, to which

/ |

" a little over half of the 8600 classroom teachers belong, can ensure that °

the project "takes its direction from the teachers...and they have input

~

K

into in-service training. " However, as already noted, the teacher associa-
tions are limited by the necessity to poll their respective membership be-

fore responding to.isswes, wherezs other representatives can act imme-
, : L.

.
*

diately. .

* The execufive officer of the Teacher Center has authority to prepare
'and approve proposals and expenditﬁres. He is also.authori:—zed to initiate
activities that serve the purposes o.f. the center. The authority of tt:1e ;)ther
Uhivers'ity of Houston representatives is more lifn{ted, however,

extending to the control they have over the placement of .

11500 - 2000 student teachers each.year. School districts, -of course,

want capable student teachers and depend'u’pgh their plaéement in order

to receive SB 8 funds. ) : N

>

_Other ‘reasons for the leadership of the University of Housfon and the "

Houston schoot district representatives are: (1) probably as a result of |
. - , . i ‘

r

their longer tenure on the project, they seem more familiar and more

‘comfortable \;yith purposes a.nd'activities of the Teacher Center than most

other committee members; (2) they have worked together on many occasions

. 4
«
4 -
'
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and built up strong and respectful working relationships with each other;

[}

and (3) t_ht'ay bring a good deal of individual expérience and skill.
FORT WORTH
The influence on the council of the previous director z;ngl the lack of
substantial progesss of,the management component of the Teacher Center

was already noted. The present director was new to the‘ project in March
1974 when he assumed that position, but is well informed on the histoxry
of the project and the complexities of hiis job. He seems to pla a.

°

strong leadership role. The previous director also maintai

Y

. \
ties to Texas Education Agency officials and is influential

deans of education in the state. - <1

The physical organization of the center project may contribute to
confusion about the leadershkip situation. Because the director of the ~

center is also director of teacher education for the! Fort Worth public

'

schools, .his office is in the central administration jﬁuilding of the school

élistrict, while the center itself is located -at the Flder school,site. As.one |

<

respondent put it, "the organization not the people is the problem--

responsibility is unclear,”"" When problems arige or decisions need to be
made council members do not know whether to j rn to ‘the project coordina-

- - 4 -

tor whose office is at the Elder site, or whether to contact the project °

director at his office. The project’director ix’ﬁdicated ':haﬁ the coordinator
|

rd
”
v

essentially carries out the déy-to-day operation. .

‘Previous to this year the project served only the Elder pyramid of
: : ]

4

v hp. s 2 f
T'2102-
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schools on

four arcas,

to three of
university
present T

Both thes

e north side of Fort Worth. This year the center serves ]
pf Fort Wort‘t\l, yet the coordinator's role is not clear relative
the four sites designated. It may also be the case that some
representatives hesitate to accept the status and role of the
bacher Cénter coordirlator as a decision maker in the project.

e factors may be confounding leadership roles. - .

’ ‘contributes.to overall goals.

Jd e

L. LINHAGES | .

* SAN ANTONIO . .

The re.are o] appa'rent linkages with other local Teacher Cepters. f

Relatioships t¢ TCIES tendito be formal, limited to funding proposals

tivities; "howéver the SATEAC executive officer is a meaner

of the gxecutiv committee of the TCIES steering committee.’

>

SATEAC

has depelopedftwo special relations with tlie Texas Education Agency:

one’ college membér does not like this procedure, however, cons1der1ng

<, .

"informal suggestions' “to have the'weight of mandates.

tHe’
/o : DALiAé ' o .' -
Itelationst;ips to TCIES tend t 'be formal, limited to budgetary and"
p#oposal submission procédures. 'The four Are; Teach:er Centers have

[y - Py

other through the council meetings a.nd the work each

B

f:ontact with each

1

StuzTent teachers are placed across Area
Teacher Center boundarles, 'but some respondents feel that decentrahzatlon

PA—

¥

L .
.
. . s 1103 .

.
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into Area Teacher Centers is not only less efficient, but hinders th“e informal \}

. .
interaction so essential to collaboration. : *
N ’ e I;‘

A representative from the Texas Education Agency, a memberj‘of
PG

'S

. the advisory council, attends meetings regularly, and, as already noted,

has proviged the courncil with specific technical assistance and with

information on state requirements and guidelinés. . - Y
¢ ~ *

One consultant actively involved in DTEC activity is also a member

[N ~ L3

* of the TCIES executive committee. . \

© WEST TEXAS ,

Again, no formal linkages, seem to exist with other local Teacher

>

Centers. No representatives from the Texas Education Agency are listed

) . '

‘as members of the council, but given‘the fact that one of its leader;é; was

'‘prominent in the development of the project and has had formal consgulting
. Ty '
relationghips with it, a good informal linkage apparently exists.

¥
[ 3

HOUSTON - . - - . :

Lmkage with other Teacher Centers or agencies is provided through

the personal contacts of some of the board members. One schoo} ,

j

district representative interviewed also provides liaison between j‘xis

-

school district and other SB 8 Teacher Centers at Texas Southern Univer-

sity, Texas State University, and the Universiiy, of Houston at Clearlake.

Each of these Teacher Centers differs struct::frally from the University of




1

-

£

Houston project and from each other. The representative of ‘the Houston

T&achers Associa’tion serves on the board of a National Education Assocta~

4

tion-supported Teacher Center in Houston. * It is run by and for teachers and

¥

is concerned with in-service education. Originalfy this center was designed
. . i

- 3

/ - o . . vy
to serve only members of the teachers association, but it was later opened

- to all Houston school district teachers. Much assistance, especially in

N . . - o

\ - . : . , :
. the areas of needs assessment and program development, was provided
\\ ' . %

~

\ : : '
this Teacher Center by personnel from the University of Houston Teacher
v \

1 [y
Center. N ) ) v

Y

‘s 5

University personnel, through their contacts with other univei{sitiés

" and their informal work in different school systems, also come in contact .

.

with different SB 8 Teacher.Centers. The executive officer has numerous o

¢

informal contacts with many other-local Teacher Centers thiroughout Texas.
He also works with the Texas Education Agency and TCIES but does not
have a formal position with these agencies. ‘N

The chairperson of the center's Operations Committee, a classrooni
. ‘ - . ' : |
teacher, links the project to others Teacher Center activity in two ways. |
- » 3 - ‘
She is a member of the TCIES executive commhittee and has been active

-
.

, . )
in and continues informal communication with Texas Statg Teachers

[}

Association colleagues and contacts within the Texas Education Agency.

[

FORT WORTH

~ »* [

4 Two members of the advisory council from this project alsd serve

i N . H X
on the TCIES executive committee. One is the Teacher Center d’irectér,




.cated that they have a good informal communication” with the state agencbx. :

. administrators op a statewide basis. ' : 2
& N ‘

\

the other a university representati\}e who, as prexgiously mentioned, hag

strong ties with .state agency officials and considerab1e° influence- - 7

o 5 . \ﬁ

’ among other deans of educat1on throughout the state. Although there is .

- »

no state rep\esentatlve on the prOJect‘s councﬂ those mterv1ewed md1-

-

-

- .
< P

[

The service center representative works with two other SB 8 centers
' CoL .

o

and about eleven school distr‘icts besides Fort Wo‘rth. At least, one of the

o

)

university representatives also works with a number of other SB 8"centers ¢

8

in the surrounding area. The Teacher Center coordinator, through het’

K “ Ky '

position -as an-Individually Guided Education facilitator, works with sehool
: , A

M. EFFECTS . S N
. . ——
‘SAN ANTONIO =y

E‘t

Orlgmally the purpose of. formmg SATEAC was to have an "ongomg
organization that could'be flexible in its response to Teacher Center

“

~ e

mandates and fundlng opportunltyes. Now attention is moving away

from this purpose toward more adequate program development. Each -

’ Y
>

of the member groups sees some opportunities for itself and’is’ rﬁoYmg. .

to exploit thme more aggressively. There also seem to be chaﬁges in
demeanor. Members are less anxious and aggressive than they - v .

apparently were at one tnne and more areas of agreement are emergmg,

>.4
s *

even the cause celebre, the.Needs Assessment PrOJect has sonte

~ )

pot?ential for good action.

":'106- ' T L
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' ch4nges in demeanor seem clear and of long-range inrip’o_rtanée.

- e %

¢ —r—

" ¢
Clearly the original objectives.'of‘ SATEATC have not beern met.

But, . since these objectives have now changed, the failure segms to

be a:c'ademic.. It is not clear what the new purposes are and it is

‘-

certajnly prémature to judge whether they will be met. So far one’
may infer that SATEAC has been preparing for cooperative action

and there seems to be a good chaiice that collaborative effort will
’ s ¥ Q .

-
- . - “

occur. S .
DALLAS ‘ ' P

_Important event's, such as frequent changes in directors and
~decentralization into four Area Teacher Centers, have already been

mentioned. Here, too, and more to the pdirrt of;,this document,

-
v

The basis for strong and productive collaborative action is being
oy .

set. Stereotypes that different member groups hold of each other

afe beirig examined or discussed and often simply destroyed by
AP . .
actual events. Thus, members realize that'being-a professot is

B

* not required in order to chair a committee and that differences of

’

opinion or beliéf can be accepted and nego{iatedv without necessarily

£ R Qﬁ@_ﬂ!""ﬁ‘
ending in destructive conflict. It is part of the mythology that one
must "srow up through the system, " or "have been a principal, "
in order to be a successful administrator or-to move into other

l A3

,po.:sitions of leadership and infiuence. Again, the history of the

participation of some of the members provides visible exceptions

<

.to the rule,

‘ S AR

- .

.




A gopd deal of {)rogrammatic. activity has resulted from

Teacher.?enter efforts as already noted in Seétion I.. ' .
WEST TEXAS *~
" It js hard to distinguish the work and results achieved by the
;ducation service center from those of the Teacher Center. It is

also hard to disentangle the effects of different programs that .

% ,

preceded the Teachér Center ,and out of wh1ch it evolved. One effect
‘ b

that can betied to the Teacher Center directly is the development and
» F ) ¢ '

\ : . - . ) .
implementation-of competency-based teacher education, or, to put it

¢ *

more precisely the combetengy—base'd teacher education mandate was .
. . s 7

used as a vehicle to further establish the Teacher C.enter." Ndw that
. “ 5

i "the rn?.n'date has be‘en rescinded, indications are that the competency-

based teacher educati;on moveme?t has slowed down considerably./

One respondent pointed out that one chenge that resulted from
&
the collaborative actiyity of the Teacher Center partners is t

student teachers are now often "put into the field" as early as

their sophomore yeer; previously,'/ few student teachers worked in
the field, and when they did, it was generally net before their senior
year. ’

It has already been indicated that some changes at the highest ’ —

agministrative levels at West Texas State University may eventually

have the effect of reducing the field-based training options ava.ilainle




&

-

L
' effort to a standstill.

to teachers, The deailof the college of education at West Texas

A .

State University is eommitted to collaborating with the local school

districts, as are his department chairpersons and faculty. He appears

'to be just as willing to work with the school district; they, however,
, .

feel hampered 5y the university's reluctante to actively support the
goals of the center. The school districts themselves, it is reported,

. . 4
are willing to make arrangements and releaSe their teachérs so they
~ ¢ ° )

. N .
can work with university faculty and thereby implement the goals

v

*  of the Teacher Center. At the West Tgxas Teacher Center then,

A

it is as though all the n'eceésary partners are still not m'ee'eing at

the same table: the higher administration at West Texas State

'
4

3 University, representing an external constraint not under the control

“of the present Teacher Center partners, is brin'gihg collaborative

s

. HOUSTON
’;:9 s

s TWo major changes were mentioned by Operations Committee
9 4 B -

& -

Y members: (1) there has been increasing support for teacher-

3

- bt <

participation in determining the direction of teacher preparation/ |

certification programs by university representives; (2) there has
been replacement of some school district representatives who have_
neither respected nor accepted teachers as "coequals' on the

Operations Committee. Inthe view of two influential members of

3

the board, the current (1974-75) Ope‘rai:ibns Committee members

|
work together very effectively. . ' ~




= ~ ’ - -
. s .
.

1 . -
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Jfooperation in the field betweén school districts and the university

.

_is stated as being very good. The University of Houston now can R

place as many students in early field experience as they«deem necossary.'
According to university professors, all 1160 students who enter the ' . .

two-year sequence--junior and senior years--are now placed in the

school syst:em‘during their first semester, ‘ One respondent indicated

that this early \placemerrt is the result of the cooperative work b.etween A

the school districts and the university and that the university has

become aware that there is a ”great market for in-service education. "
'At the university, however, uat least 75 percent of the faculty-areinvolved , .

’

" with masters and doctoral level gPaduate students in research rather ,
] { s . *
than in field-based training. L : 2‘

+ . ¢
. A proposal has been submitted to.the Fund for Improvement of Post .

N

Secondary Education for a sizeable sum over the p‘e‘r;l;oc.i 1975-77 and, if

it is funded, the Operations Committee is expected to administer it. it ' .-
' is also hoped that this project will serve to generate more collaboration |

émong Teacher-Centers throughout Texas.

, Possibly more a spin-off than a direct result of a planned effort
ié a federal éra.nt to support. a university training pro gram for super-
i . - ) . .

' visory teachers working with student teachers 4t the Elena Park ‘School

o i)istrict, thereby mainstreaming special education st'udents in Texas.

Accordmg to one of the uniyersity representatlves, the special -

educaiio<department of the college of ‘education has been espec1a.11y




N . LN . “ N - '
cooperative in working with the school district.because af prior’
) [ S . @ -

N 'contaet with them through the Teacher Center.
L ,
\ ¢ B + FORT WORTH-
v ) ) .

A change in directorship of the Teaeher Center project occurred

in the spring of 1974 and, ac&prding to some respondents, this has
- resulted in the increased par{icipation and improvegl cdmmunication

e /

‘ of Teacher Center members.

e o

KE -
!

The primary result of the adv1sury boa,rd's efforts during 1974~

75 has been the com_pletion and adoption of their report on*"The
. ¢ - o 1Y -,
. Organization of St'l‘ldent Teaching as asCooperative Effort to Prepare
-~ ~ N “

Professionally Comipetent Teachers." Another result of Teachér

" Center activity includes a new Teacher Corps project, on which

v

Texas Christian University and the Fort ‘Worth school district expect 4

tc; éooperai_:e during the coming'academici year. The project is aimeq
at giving in-service training to enable /teachers to obtain Special
edycation endorsemehts on their-cerfifrcaies. The project will be
located at the Elder site( and yvill sérve teachers from that pyramid
of schools. Interest and aecepta.nce of the in; service 'project can be

v

.attrlbuted to COllaooratu/e T&acher Center act1v1ty tuai sfce over
a long period of time. 1 ‘ )
., The successful operation of the four Teacher Centér sites in the

Fort Worth school dlStrlCt has led tg plans cailing for expansion to

eight or ten sites’ next fa.ll Actlvity at each of the additional sites
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<

will be aimed at upgrading the skills of supervising teachers.

-

It is

the hope of ‘the Teacher Center d1rector that eventually the entire FFort

‘Worth school district will be directly influenced by the act1v1t1es of

the Teacher\ Genter project.

~
~

. .b]-.‘o

(™

Forces supporting collaboration.

~

SUMMARY AND IMT’LICATIOI\‘]S BASED ON LCTEC SITE INTERVIEWS

~

~- SAN ANTONIO -

~ ~

-\

v

f

1. First and foremost ‘must be included the legal mandate

o>

that there be an 1ocal Teacher Center.

2. The posm.ve political 1mage of SATEAC as a collaboratlon
agency can be exploited by all members.

3. The general good will of the involved parties. All seem

to want to improve teacher educatlon and to operate from N

.positib‘:}é of integrity, at least as defined in their indijdual

. \‘cultural@ilieu.

\4 The growing insight of each of the parties into the potential

' benefits of collaBoration.' a L : ‘ y
Forces hindering collaboratioh.- . ‘ . : " - ‘

~

1, The historical purpéses.of SATEAC, As long as it is g
viewed p‘rimarily asa holding company, there can be little
operatienal cooperation. .

2, The large number oi‘participants. ' Five universities,

thirteen school districts, the professional associations,

-

N

s e
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SR el serv;ce center. a:{d the two com:mumty agencrés represented )
L I S . .
AL ’ s
{,‘ Y e p Se a’formlda'ble obstacle to effectlve cooperatmon. ' :
" | ;’ . ..7 "” / A Lt , M .
e ' oy i
IS K / 3. The lack of a good programmatlc success expemence. The
i }':;’,3 L ’,’ ’ - ‘ ” . ' :
T'\ "“'-{/, ) -Needs AsSessment Pro;ect wh:le o£f to a rooky start, may
. e . /
:" 3 . Dl
1t yet prévade that critical success 7 ;' : .
o r" ‘ rs ]
0l 4 . I BN 14 ‘ .‘, _.,! .. B
L 4, The varieties of confhcts 1nherent ‘in the concept. ,
. v e L - ’ IS
. s 1,‘ ‘ ., ,:- l ot 8 . /
‘ r5 Disagreement over leadershlpl,' .WhICh nurtures d1ssa11sfactlon
. '1 oY . 2 . . t
1:‘ 7.;. " and suspicion, Members need a.n opportuni:ty to examine this
| / 0 RN
IS issue openly and to reach some consensus about it. ;‘w e
\ﬁ " Alternative future scenarios. . :{;; :
“l . , L ) B . . J 1‘.'-:.. .
. ..~ . , 1, Disintegration.” SATEAC members sublimated traditidp.a_I} e
Lo ; ';J " » —— A _
Pl r1valr1es and conflicts when SA’I‘EAC was formed, in order - -
"’ - to provide mutual support 1n the face of uncertahntles about )
: , -
‘ teacher center mandates and to exploit apparent funding oppor- = . -
. “ o ) 3 - A
} tunities; however, -without these forces to hold SATEAC
\ .
together, the old hostilities and aniiet\{es will emerge; the
1 "Q .
universities will have to 2ccommodate to the reqmrements
L\ " %of SB 8 and the standards; which they can do by forming a
:‘“\\ ‘\ l Y 0\1: N . ' 3 ‘ . ‘
AN W . Y new evaluation team outside SATEAC; by having each college
v A * . . . . , , N
AN . L : : ~
\-\ :y % . form its‘own local Teacher Center, or by forming some- new
‘. ‘~.“\‘:‘\)‘;‘ R 4 ) '\ ,.‘~ . . Lo .
S \\f‘:’\,; E consértia. The latter- solution seems most likely, with* . )
" ‘. , / .
.G /
“\} S emergency Qf ~a Roman CathOhc consortlum, and with Tr1mty ) )
A College\ a.nd the. Umverslty of Texas at San Antohio as separate
UM
Ny ’ ~e .'/ :' ’/ S N ' '
\\. " ‘entitijes. . * - \,-* LN : .
. \:. o - ' "- [ \: .
- \.?‘ ~ S R ’ i ’
Ny o -113- e ‘ :
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2. The todthless lion. Thisyz/ario. in which members will

rea11ze that SATEAC is a powerful organ1zat1on and that their

. anxieties are unwar‘ranted SATEAC W111 then be reta1ned L

since it still meets the formal mandates. but as little niore

B
w e

than a debating fraternityg < F
3. Positive emergence.  New pnrposes "merge to replace the
old. Members will learn that their anxieties are unwarranted '

and wiil wish to seize the opportunity that membership affords.

- The organization will thus become quite viable. Essential -

»

to this scenario is a fairly immediate and impressive success
exberience--perhaps the Needs Assessment Project.
-DALLAS

@

For&' supporting collaborat1on. .

1. C&prage and yvlllmgness. It was obvious that all respondents
deught good will, ene’rg. and committment to the Teacher Center,

as well as w1111ngness to confront 1ssues and to act with resolve.

2. Select1ve peop,te with interinstitutional experience. f‘»lthough
no cr1ter1a for the' -se1ect1on of key people to fill executive and

) 1eadersh1p roles was exp11c1t}.y formulated, touncil member-

sh1p shows that a number of key roles are fJ.Lled by people who

have extensive familt_arlty w1th.-at least the university and school °
i . : v -
.district cultures, - which makes §t possible for them to move
\ IO
exped1t1ous1y thro}gh. bureaucrat;.c mazes, to package and

N

. l

Lt e I
ow oo

v

: PR

e
W
”




~

. and nonverbal image, conveying much about his history, back-

.
LI

L4

b , ‘ 3
‘

.

<

time ‘r;nessag'es properly, and to establish their credibility.

' Language barriers are reduced? Critical liaison amorig groups
is facilifated, each side feeling that its éoncems and ihteregts
. ’ ) ]
_are being reasonably well understood, with critical subbleties

' _receiving attention, A serendipitous advantage developed in the

attenfpt to fulfill those functions and responsibiliti;es the bylaws

require, for frequently experienced personnel were brought under

" the umbrella of the Teacher Center. An example is the place-,

ment of student teachers, which does not necessarily mean that

the placement of'the teachers is subjected to advisory council
- v ’ »

influence or discussion, but it is a move to associate the

functions with the Teacher Center. .

3. Social interaction. This becomes an impertant function, for

déliber,ately or not, each person projects a visible, physical

o

ground, and interests, thereby stimulating fantasies, stereo-

-types, and féars in others. It is useful, therefore, to provide

. '3
time -and space for this dance to run its course; to‘interrupt it,

.

or make it impossible, is as destructive to collaborative

. activittkgs is preventing explicit negotiation over conflicting

interests. Many respondents seem very much aware of fhese'
dynamicp and recognize the importance of prov;diﬁg time for

"unstructured social interaction."

-

.
s
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- © 4. A succeés experience. The exp'erier;c\g o.f working on .
competency statements seems. also to hav'é left a residue
important to collaboration. In 6rder fc;r p%:ople to. become
thoroughly involyed in'an activity, a balance must be struck
between discussion and action. There must\be enough dis-
.cussion for all to agree on such basic assumptions, as thé
project itself, its feasihility, the abilities an cépacities
available. At some point, however, such dischssion becomes
superfluous and leads to frustration; a concre';e example must
be produced around which the different issues c\ be‘ defined.
For a long time it was said that the Teacher Centér was com-
petency-based although "\;ve weren't really doing it.\" Much of
the justifiable discussion is now being reduced, and ‘many of
the understandable apprehensions are being dealt with now that
some concrete examples have béen put forward. This balance

is a matter of timing and depends on local contexts. The lesson
dra‘wn from the experience has general applicability to collaboration
on other efforts.

5. Lessons being learned. The DTEcéexperience is leading

some of its members to formulate ways b}y which it can be made
available to others. Some members are puttinér together a -

training package on governance with a focus on collaboration.
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" Described as “the bloody pa

-
- descriptions can be prepare

Some respondents noted

>z,

[
[0

that much of the group frustration

"~ at the early;meetmgs was dueto the fact that people did not

have effective ways of dealing w1th their md1v1dual frustrations,

As people work together,

wpys to deal with problems emerge.

J

People develop sxills such as organizing meetings, presenting

and discussing topics, solving problems, .

N

T

In addition to these skills, certain procedures or strategies

also play an important role

in enhancing collaborative activity.

e ten
—_.

For example, it was suggested that the task of defmmg roles

should .btg ‘approached as quj

ckly as possible and worked on

continuously. This would involve identifying the different

-

members or member groups involved, spec:.fvmg functlons a.nd

expectatlons,, and defining a

reas of respon51b1l.1ty and authonty.

rt, " thlS‘].S the period in Wthh the

»

_ necessary issues are broached, the essential relationships

built. Implicit to this task pf role definition‘is to substitute for

the popular idea of parity tH
/ .

which recognizes that differ

f

e concept of functional involvement,

ent entites have different contributions

to make, are subject to diffprent constraints, and have different

responsibilities, As, roles

s
~*

g ]
operations set up.

P

-7

become sorted out, job and task

d and procedures for day to day

-117-
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' Other procedures appear to havé been inevitable. At the
. . moxtent the placement of student teachers and the asSignment
L ST

of supervising professors is going on in many wa;i-g as it has
always been. Some of the functions governing these activiti”és

a9 ~ N

"and actually specifiea in the cooﬁerative agreement as bing;‘.ﬁg

i

the school district and the university over the placement issue

v

-

(7o S

~baxenot yet been exec{xted. Similarly, different organizaiioné

‘have'been brought in as full members to the c‘ouncil-, yet only
now are guidelines and criteria for membe;'ship"b ing dréwn
up. Everybod§' kﬁew that Prairie View Agricultuxal and
Mechanical, aprixﬁarily black .college, had bee;n excluded, but
it apparently took some time before the questi'on‘\could be
constructively faced, Prairie View admitted, 'admissién

: guidelines explicitly formu;ated, and a m%urbmg discrePgncy

__between intentions and reality identified and cd?ffrorrt"ed. 4

Some respondents point out that it may be necessary firs£ to

bring activities like the placement and supervision of stﬁdent
teachers within 'the purview of the Teacher C‘f‘enter and p.ro-
ceed slowly to ‘specify the criteria involved. No more may
be possible as a first step, Similarly, it was not ;ecessa'.ry to
have explicit criteria for center mérﬁbership available to

know that it was not properly balanced. This may require

1 . N

RS

o~
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living with an activity which, in the eyes of many, is conducted
in.ways conflicting ;avith the purposes of the Center. That
requires patience and perseverancé. The belief seems; to be
that making too early and explicit an issue out 9f the discrepancy
between actual and ideal c;'iteria delays the goal beingsstrived

for.

»

Forces hindering collaboration. . .

1, I'jir:ge and unwieldl.y meetings. When forty-five people represent--
ing different and often conflicting interests meet for little mor'e
than an hour'four times a year in an effort to collaborate on
changing well—establish;ed procedures, ways of thinking, and !
institutions, they have problems, to say the least. One respondent

. ‘ . .
noted that only twp out of the four meeti.ngs were 'availabl\e to
deal with the "'real nuts and boits. " Much] of the first meeting.is
devoted to becoming reorierted, greeting né‘%';v?én& old&x:l'ember's, and
preparing for the year's work. -Much of the last meeting is used to

4

"see where we've been'' and Jook ahead to the next ye‘ar and future
activities. The real xx;or.'k and de\cision mal;:ing appears to be done
by cor;'xmittees, that meet more frequently. Sheer logistics and
time constraint.s create enormous difﬁ'culti‘es.

2, Lack of funds. "g‘_h.e m;('ijproblem facing the cénter now is tﬁat
the funds recé’ivec} from I

ES, which pay half the salaries of

university profes;ors, aré not expected to be available in the coming

-119- .
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; year. One respondent pointed out that this situation would test

the commitment on the part of the universities, for they would

have to underwrite the work of the profesgdrs in 'the'schobls&if

“their involvement there is to continue.

WEST TEXAS

: ' Forces supporting collaboration.

~

1, Familiarity. The major personalities of the WI'TC have

known each other for a long time, know each other's turfs,

<

_and respect each other's boundaries. They know how to Qork

together, what each other's interests are, and how not to stumble .

@

‘N over each other. From one point of view, this may be collaboration, ?

9

from another, careful co-existence. N

-

2, Willingness.” The major powers on the council seems :go be. »

Ed ” -

the college of ;edug:ation, the education Service center and the

o

School districts. They consider themselves willing to have more

¢ . ,
involvement on the part of teachers, parents, and the corhmunity.
On the one hand, respondents pointed out that perhaps more * .

a

,aggressive'representatives from each of those member groups

are>needed. 'On the other hand, the council holds few meetings
N

_and most decisions seem to be malie informally among the major

} partners and/or at the executive committee level. By virtue of '

“ ‘ .their dominance on the council they also exert con'1:ro1 over
" ' parent membership (the school districts appoint the parent members)
- . ) * . ’ \ -

and the business/community representative, who is appointéd by

I th ., - '
e council, : :
L -120- : b3l




For_ces hinderingg -collaboration.

1. An unsupportive univérsity attitude. The Teacher Center
& M '

céxtainly faces a major barrier in'the form of an unsupportive
N X
. N iy
presidency at West Texas State University. However, the center

has assigned itself a large number of functions the present
. K

partners could prespmably work on even in the face of that

N
N

opposition, ‘Exa.mples are the joint planning of the support the
. i

local school districts are to provide student teachers, the
.development of procedures for recommending supervising -
\ ’ teachers, and advising the school districts and the college of/

/education on in-service programs, all activities in which the
2 - [

. center is not now involved. . Respondents said they. Ssaw no reason
why these act1\V1t1els could not be carried out through the center,

5 althdugh aquuate procedures ‘already exist. If nothing else,
one would think that the mvolvement of the present g/‘eacher

\ _ vCenter partners in such activities might e{ad up generating enough

%

pressure to force the unsupportwe administration into a mon/

coope ratlve posture.,

L

1 Much of the c‘ollaborative activity of the center revolved
arouncl competency~based teacher education; and, now that it i
is no longer mandated, that collaboratiw;e\relationship seerrls to

be growing cold. Perhaps the b}lingual proposal recently'sub- |

_mitted will become thé vehicle for collaboration that the competency-'

- based teacher education movement once.was. ; -

-

. Q : " - - B ) e
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Forces supporting collaboration

\

Operations Committee members cited at least three forces

which contribute to their efforts to attain and maintain cooperative K p
- . : N
. relationships.

1. First is the commitment to competency-based teacher education ”*

. of Teacher Center members who, in sharing a common philosophy

\qf education, are not hindered by major value conflicts.

b

2. Second is their shared perception of payoffs or rewards

inherent in Teacher Center participation. The representati és

seemed to believe that they stand to jgain personally, and their

" jnstitutions benefit through technical assistance, receipt of better
stude;lt teachers and professional gro;gvth.
‘3. Third, members noted a strong sense of mutual prpfessional
respect among the. Operations Committee partners. A-high level
of trust and respect ig vital fqr the x‘neaningful exchange of views,

|
and they feel this level has been attained in the Houston Teacher
{ -~

~

3

Cehter.

Force"ihindering collaboration.

; }

Two major constraints to collaboration among partners are the!

’la_ck of time available for participation; espe'cially release time

for teachers, and the la’ck of funds for further program develop-

. ®

ment . ' s R

- . . ¥
.

H
1




X
Another co;étramt that cannot be disregarded is what is des-
cribed as fear on the part of tenured teachers of competency-
. based teacher education. Some advisory board members feel
: thz;.t tt;is' fear is due more to ignorance about the topic than dny-
thing else. This suggests that a systematic effort should be -~
R made to find out how sizable‘the resistance is, what it is basgci
\~ on, andto e;cplain the program thoroughly.
The Te;cller Center program is ultimately expect,eci ;Eo becorﬁfe
involved in approving preservice and in-service trainingl an,d ’

certification even to the point of assuming some of the state board

functions in this‘regard'. Thé center has provided for its continued

operation through the special Teacher Center fund described earlier.
It may, therefore, be able tq pursue and explore new collaborative
roles while other sites strugglw secure basic operational support.

FORT WORTH

. Forces supporting collaboration,

- ‘1, The.main forces supporting collaboration seem to be the SB 8

-

mandate and the hope that the ’I,"eacher Center. will hnpfove the

. L [N
utilization of local resources and better coordinate the placement

of student teachers and the selection of supervising teachers.
4 e .
Forces hindering collaborative efforts. %%
-\ '
* 1, Competencyshased teacher education programs are at differents

stages of development. This makes it harder for all the partners

¥,

‘ - ‘4 . RS Ty
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ful professional relationships. Supervising teachers, for example,

to move in concért on certain activifie’s and probably influenges

the selection of%supermsmg teachers an the in- serv1ce trammg
N s Y (e

b4

opportunities that different universities are able*to offer.
2. An exceptionally large number of stude;{c teachers are e available.

Texas Women's Un1vers1ty has about 2000 undergraduate studentg
. 4 .
inteacher education, Texas Christian University has about 300

undergraduates in the Forth Worth schools per year.ﬂ and North
Texas,State University, with the largest number of majors in

teacher education in Texas, has thousands of students_ it could

v

place in the Fort Worth aréa,

3. Many council members have to travel a total of two to three

/

hours in order to ,attend council nieetings. A look at a map of
7 -

the Fort Worth area reveals the distance to the sites at which *

student ’;each@rs are placed. One university representative
noted that he works with teachers in seventeen school districts

each semester, sits on thzjee advisory c.ouncil‘s that meet monthly,

" \ . - -
and is also responsible for teaching two courses per semester
N .

A

at{t’lﬁ unive rsify. His travel time is enormous.
-«

4. The distances separating students and supervising teachers,
and the way their placement is organized,. inhibit building meaning*

kY
do not meet as a group, nor do they have adequate opportunitiests

’

L 4

.

interact su:t‘ficiewh university professionals.
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O. ADDITIONAL INSIGIITS BASED ON INTDRVIL‘WS WITH TCIES .
L‘XECUTIVE COMMITTEE MEMBERS A

In conversations with six members of the TCIES executive committee

<

and two other officials within the TEA, the following ge;leralizations emerged.

7 1. The TCIES Ekecutizg,.&)omm'ittee: ) ‘ ‘ . " ‘.

14 R4 ~ N = ¢
- The committee has representatives frorg:_tze Texas Education’ . .

Agency; the professional associations, college’ and universities,

service centers and local school districts. In general these individuals
represent thei™® respective groups and tend to keep the interests of-
~ . Al * . ' .
these groups in mind at meetings. Any member could, if he wished,
'\ . - . ) o7 ) . ) [N

however, advocate any line that seemed useful to him; in that sense,-
. ’ 'y. b B .

S~

members can be independent of their constituencies.
a ,- . fu‘, ¢ . .
» N P . S . -
College and universify people seem especially willing to "make- -

. o®

1}

a case" for their "party's" point ‘o_f view. Their attitude is in constrast

to that of the school districts, whé seem not as fully aware of their
. 7 - '. ' '“o .

responsibili‘ties‘and interests.’ The. education service center seems

clear in its mission and is reported to be a good way '‘to get closer

Joo ' ’
fo the schpol dlStI‘lCt. " One reSpondent noted that the "harvest is

S ready. for professmnal assomatlons.;n teacher education to be

' mV;olved and with ”proper 1ea'dersh1p" from the“I‘exas State Teachers'

Association the task w111 Be easy. The Texas Stafe Teachers' Assomatlon . .
&

itself beheves that the centers are ''one of the best thmgs that ever

£l




" happened." Although they do not "have all the ariswers' they do s

. .~ provide "one way the profeesional teacher can become part of teacher

[ ¢
I
-

education' and have a "greater voice. "
In fact, the Texas ﬁaté Teachers' Association is said to be .
: . working immediately toward two ends: (1) regresentatipn for pro- -

fessional associations on local Teacher Center boards equal to that

= 8l

of colleges and school districts. Accordingly, the Texas State Teachers!

. Association is working to revise the byl'aws in existing local Teacher
~\~ = A\ ) . /
‘ Geﬁ\ters and is pushing newly formed local Teacher Centers in this

‘
‘

‘iiirectioh.\ The Texas State Teachers' Association Would also like to
~ \.‘ ™. e
lrave\stuhent representatlves. selected by student NEA chapters) on

N ~ <

~1 T

160at eacher\Center boards, (2) cont1nu1ty. Curreht1y¢he Texas

’

~ -
S~ N ~
~. ~~ ~

. State Teacherél\A\Soclatlon local chapter pre51dent{s 9 other term
*G\ \ ~. H '.
. ~ ~.

\ofﬁcers serve as representatlves to local Teacher Center boards. As

- R i \‘ " "‘ .
a result there is frequent turnover. The Texaﬁ Sta;te Teachers'
™ .'\ '( | ‘:

Association Would like to seethe bylaws changed Bo Ighat chapters .

-* . \

could seleo; a more or less permanent representat;vé\*whc would

|\|
A -

to local Teacher Center board meetmgs. Partly in respoﬁse\té th
\v: c: \&\‘1‘
AT T A .
problem, the Texas State Teachers' Association has declded,\ p:ro- K ‘\\ .
' ' ; DN
vide guidelines and staff assistance to professional representa}.g NN




' 'Members dc feel a“'r\‘eiai\"e\ense of regponSihilit);, however, ari‘d‘it is
beheved that the teachJ.ng pr\ofes%smn is now ready to serve effectlvely «
and to take a more positive approach to formula,tmg teacher education.

" But they need help. A major,problem 1s that the teachers askedto

serve are all V1S1b1e, busy people; 1t w5uld be helpful if' meeting

schedules could be arranged w1th the teachers' work day in mind.
Some respondents spe‘culate that effective involvement of-pro-

fessional associations ma);’.culminatetin a new hoard for certification,

legall).' and organizational}; analo gous to the present State iBoan of

Examiners. Some say that the State Board of Educatign wouﬂ\d be

‘ - 1Y

pleased by such a move". The belief is that the Texas Education
Agency and the Texas State Teachers' Assoc1at10n can and would work ,
together on such a development and that maany persons in both agencies

' » |
" would welcome it. . ' \

2. The Executive Committee's 1nput to decisign mak L
The board is adv1sory and 1s not directly involved in decision

\ljlakmg *According to one respondent however,  board memb\ers

input. In general, when an issue ar1ses, ‘the TCIES d1rector, and hlS

ave satisfactory opportunrtles to consider 1ssues and to prov\c:e adequate
sta.ff prepare agenda 1tems and lay out possible alternatlves.
" agendas and pertinent mater1al reach board members three to oux

~ days before the meeting. Some members féel ¢hat, since the material

, is ao}nethnes bulky, there is not sufficient time to study it_' properly;

- - r




-others do not share that concern. At the n1eeting _remanks are usually /
directed at eliminating all but a ‘few alternatives, %r@;din'g .'mput on
‘those remaining, ttlen leaving the final decision to the director.
Althougn\the_se discussions are reported.at subsequent meetings, some
members do not feel suf.t‘icierxtiy involved in TCIES planning. Respondents
report that the two to three hours of meetingotime," plus the short
‘1eadtirne before meet'mgs,.»'is not sufficient to consrider the decisions
properly and to‘obtain additional information. Thus some members -
feellthaj: the committee could do more, and would welcome@the opportunity

to become more 'mvolved.

3. Nature of mteractmn of members.

¢ y ¢ e

The TCIES board was described as essentially freé¢ in 1ts inter-
act1on. Special Merests do, of course, come up as, for exa;mple, the

pressure from mst1tut1ons of higher education to contmue to play the

*

key role in teacher education, as lpposed to the pressure from service
centers to obtain a more vital role for' themselves in the same arena.

But the _group i,s‘said to recognize its own politiecal quality and tends

t
to work in ways that bala.nce out such special interests.. So. f-ar as

input from\indnndual groups 1s concerned colleges and un1vers1t1es !

?/ . ~
are said to provrde the most, with the service centers a cldse second.

Texas E/}ucanon Agency members feel less representatwe of any N
part1cular interest and tend to work for .group bala.nce. The school
L2

dlStI‘lCt people tend not to be as aggresszve, probably because they are
\c3 e e
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'Educatmn.,Agency is expected to take the 1ead in program change,

gram comes to’ 1t off1c1ally, 1t aInea:diy has some acquamta.nce with it, e

o
, - . L3

'
i

not as "status" conscious as the other representatives.tend to be;

also, in this sitiation, they are furthest removed from the roles

1
i

i‘ »
they ordinarily play and, consequently do not feel as free as the

others to:argue. They are also the most recent members and haye «

’ >

! : . .
received little orientation, Although on the whole, input tends to - .

Vi

«

follow a party line, discussions are reported to bring out all vantage.

points.

4. Characterizing Local Teacher Centers

a. The local‘Teacher Cénter concept.

It is the Texas Education Agency's prerogative to screeh teacher

[~4

educatlon program proposals coming from the colleges. ‘I‘he Texas R

———

although the initiative- could)a)me from ezther"the D1v1smn of Teacher

[

Educanon within the Texas Educatxon AgenEy or .from mdlvmual '

~'~\l@‘ ..

' co]leges. During the perzod of devewpment of any program the

- division endeavors to consult wrl:ir-ee}.leges 80 that by the time a pro-

-.-.

1S

The division screens proposals p\rzor to the1r bemg submitted to the ~
% ~ ‘
State Board of Exammers for Tea:c;her Education. It-is adwsory to

P

the state board ind was appéi)nted by 'them. The state board always

mcludes -at least three classroom: teachers. A N, ~
. 5 '

The local Teacher Centers afe: requlred to rev1ew" all college .« " |

- > < ':..._-_‘» . i ¥

2
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The local Teacher Cerrte:g boards are advisory and the review is
nothing more nor less than a consultatlon. Coﬂe_geae are not required
to respond to suggestions during these consultatmns and generally,
the Texas Education Agency usually recéives a letter stating only

that the consultation has occurred.‘ If the college did not call for the
local Teacher Cerrter review, or the advice given during a consuﬁtation
is not heeded then the Texas Education Agency expects to receive

notice from the local Teacher Center to that effect. “If the local

Teacher Center does not take that initiative, the Texas Education
Agency cannot challenge a proposal. Apparently local Teacher Centers
. usually report the eubstance of a 'critique made o‘f a proposai, although
there is no formalized way to do that, nor-i; it requited.
The local Teacher Center plays a strong role inl involving both
- practitioners (teachers) and employers (school districts) in teacher
education. 'Some respondents reported that professional preparation
S is no longer the prerogative of an institution of higher education and
any college or university that insists on playing a unilateral role
’ m this regard is simply out of t‘ouch with the world. Indeed, if a
college or university becomes too~protectilve, the 'professi\on may
well decide that it is time to shift the focus of teacher education else-
T where, and such a decisi(on is entirely withifi -the realm of possibility.
" A local Teacher Center could, for example, sunply contra.ct for the
L : "'instructmnal services it wanted from an instltutlon of higher education.
o ‘ -130- ~
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school districts to local Teacher Centers. Apparently there is also .,

L
!
e

9
|

. . . LI Lk
Professional organizations might well determine that the responsibility

for training should be theirs, and many superintendents in Texas feel

; . ! .
that school districts could perform that function. At the local Teacher
Center such diverse points of view can be openly discussed a.nd,agree-

ments reached.

b. Descriptive dirnensions.
In keeping w‘ith the comments on the local Teacher 'Center concept
inade above, one respondent emphasized that the state never contemplated
that the loca.i Teacher Centérs would be anything more than an advisory
bc;ard. Thus, no need was seen for operational funds: there would be

no _centra.l office, no telephone bills, and no staff. All functions would

, be carried out by regrouping already existing staff and resources-= .
directors of student teaching in colleges and umversmes, and others--

within the individual institutions. Of course, there is the $50 stipend

from SB 8 that some people feel will increasingly be diverted by

some possibility that t};e funds provided by House Bill 240 for ten paid

in-service days for all Texas teachers will be similarly diverted. The

! L A

need for operationa.l funds, however, depends, in part, on the different
.emerging local Teacher Center configurations.

The idea of a local Teache'r Center as simply an advisory board .
o
was combmed gh another Teacper Center concept that had emerged

from other federally funded programs that these centers were

[ )
v

P
2
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adminiétrative offices and performed actual activities. ' Historically,
these two ideas have become meshed, at least. i7 the TCIES funded
local Teacher Centers. It is tﬁe local .’;l“!éécher Centers that emphasize
actual .activities that use the SB 8 fun(ds" for a v;riety of puz'{)'o‘ses.

a Another respondent referred to the same distinction between
advisory board and project-operating local Teacher,\Cerrteri_”p_‘S' ‘out-
lining two dimensi;)n; Sn whicﬁ he felt local Teacher Centers cSuld be -

. L *
g

characterized. Each of these dimensions form a continuum: -

11

.. —

1A

1. A managerial-operational continuum. Some local Teacher

:‘\'ﬁl

.
......

Centers, like San Antoﬁio, see tshemselves as }nanageri;al
. organizaf,ibns or holding companies; they do not enggge in
operational activities but set policy, raise funds, and so ff‘grth.ic, ‘o
.E)thers, like Fort Worth, see tt;emselves as operators of
projects, and endeavor to stimu‘.late and support local peopl‘e' f"- 7 .'/L “
who are working on problems of concern to them; - - /
2. A centralized-decentralized dimensijon. ‘Some local Teacher ,

_ %
Centers have established a centralized operation like Fort" /

!

-/

Worth in which all local Teacher Center operations have a kind //"

of central physical facility into which participants must come

to avail themselves of resources and }naierials.h'Ot'hers, like

W . Dallas, have set up a varfety of operation centers that migh.t' /

-

.
-

even be transient as new problems arise and older ones are

- , .~ - ' .
solvéd., These local Teacher Centers-use what was described
C

- e
A PR - A
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/

as "commando tactics" in taking advantage bf needs wherever
‘and whenever they arise. In part, decentralization is likely.

“ MM’ -
to be found in geographically dispersed local Teacher Centers

such as West Texas.

-
o

An additional factor was mentioned as important in any attempf

at characterizing‘a local Teacher Center. This is the kind of
@

stability found at the executive level of the institution. One g
- . . c\’. .
respondent stated that those local Teacher Centers that suffer

or have suffered frequent changes in leadership do not do as well

as those at which there is some continuity. In El Paso, for

example, both the university dean and the school district

superintendent were replaced -at the same time, irifl'uehcing
the Teacher Center adversely. In Dallas, the directofs of
the center were replaced freqﬁently, and, although.this wés

." geen by some as having severely slowed the project, a core
ér;oup of individuals remained ;co lend it con‘tinuit.y. '.I‘her‘e were
no changes at a higher levgl of manage’ment, however, to inter-
fere with the development of the Tgacher Center in matter§ of
policy. In West Texas, the major‘personalifies responsible

for the development of the Teacher Center have remained associated

with it since its early years. However, it has been reported

that recent changes in the presidential and vice presjdential.

~

levels of West Texas State University are blocking those
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collaborative relationships which the Teacher Center has managed
o - : ¥ N

to establish as a matter of policy or principle.

3. Activities and payoffs. Indications are that pro%matic
ey -

efforts are cbming into muuch better focus at both 'f‘CIES and local
Teacher Center levels,. It is said that, as far as TCIES is con-
cerned, the board spends miich of its time dealing with three

elements: competency-based teacher education, increasing
. N
involvement of TCIES in local Teacher Centers in designing in-

et ‘a I
service programs for teachers not limited to student teacher

,supervisoré. and bilingual ;education. These. f‘;)cj are_ described

as. having er‘nergedfhrough an "inductive approach' and depend. g: -
on nec;ds identified at the local Teact;er Centerllevel. The’imp.ression
is that the local Teacher Centers themselves are "settling down"

. \ ‘

to particular program é.reas; for exampie. the preservice under-

graduate competency-based teacher education program at Houston
6 . . .
and the emphasis on local problem solving in’;Fort‘ Worth,

One réspondent felt that three general payoffs of Jocal Téacher

: 3

Center aLétivity are beginning to become apparent:
a. Considerable progress is being made toward the goal of

interaction between consumers and producers of teacher education.

Collaboration at the operational level is going on apace. The
e ‘ .

‘ease of Fort Worth was specifically cited as an example of inter-
/ :

group communication becoming commonplace. It was estimated

/

A
o))
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that most persons involved with the local Teacher Center in

N —
Fort Worth average from two to three contacts per week with
gersons from other groups. In general the local Teacher Center
is c;onS1dered to have worked out well as a major strategy for
group 1rrteract1on and for matching needs with px‘agrams.
! b. Consyderable emphasis and act1v11.~y is being generaied

tp make local Teacher Centers centers of in-service act1v1ty.

This respondent felt that there d‘gka definite shift in interest and

o - R - . . . " ‘. ‘.- .
effort from preservice to in-service training and that in-service

training would be extended, not just for the student teacher

[

perv1sors, but for all teachers. 3 .

s Ce Outside resources made available through TCIES are havmg
2.4 " i
[ 3

more generalized impact? For example, outside consultants and

resource peopie, hired in relation to a particular project-and
* « activity, are said to be widely used and to be affecting university
and school people generally. Also, individual schools are not

. 3
the only beneficiaries; central administrations of school districts

v

are said to have been touched as well. ’

°

.5.. The emerging interest in collaboration,

~

The impression is readily formed from all of the interviews con-
ducted that there is an earnest interest in having universities, school |
districts, ard professi-ona.l associations jointly influence teacher

education. The comment was made that twenty-one T CIES-funded -




. . !
local Teacher Centers now work with about 50 percent of all student

teachers in Texas. Thus, a substantial proportion of student teacher .
.activity is beginning to come under Teacher Center review. As the
Teacher Centers become better establisfhéd and increase their effective-
ness, they will nndolubtt'edly influence the student téaching fexperience
markedly and thus also in-service and prfeservice education. A
dramatic development ié that the Council of Education.

. ‘
Deans is said to have joined the Texas State Teachers' Association

_in i?:‘ebruary of 1975. And this s:;pﬁ'it of collaboration is not limited-to

- 4
%

local Teacher Center board activities. It has now permeated even
the Texas Education Agency, and the legislature itself is said to be
" interested in the idea. As one person put it, "The state has developed

ld
a structure by which the three vested interest groups can sit around

atablte" and discuss their concerns and interests in teacher education.
Now they must exert themselves, demand to be heard, and take an
' active role. In other words, the next move is up to them:

i In 'I;‘exas, ho;vever, thére are at léast two conflicting views on
how change in teacher education may come, about; by mandated change
or dlscretlonary change. The basic idea behmd mandated change is
that any new thrust must be formallzed and put into law orit will
amount to little more than talk Dlscretlonary change holds that no

change can bé mandated and that, in fact, attempts at legislating

. change end vwp diluting and retarding it. Also, under this view




4

- -

legislaiea changes are seen as eventually becoming barriers to change
themselves, since time has a way of shifting people's ideas about
what is necessary, important, and chiangeable. One of the most

notable efforts at mandated change in Texas has been that of competency-‘ )

] ~ <

based teacher education. - ‘Competency-based teacher education also
became the theme around which much collaborative activity took
concrete definition, The idea of cbmpetenc'ies lent itself naturally .

to whét must be a major problem “in any collaborative attempt, namely,

~

deciding what it is that ‘one wants to work on together, what the aims

”

are, ."a,nd who will be responsible for what.

~ Competency-based teacher education became a state mandate in

1972, In 1974-75, however, the attorney general rendered the opinion g

that the state board does not have the power to mandate competency-

P
13

based teacher education for all inst«itutions. Sinvce\'competehcy.based
teacher education had bégqme a vehicle for so much of the collatzoraiive
. ﬁ activity among universities, school districts, and professional associa-
tions, this was certainly an imp.x;rtant development.. Whil€ in many
| places such as Dallas and West Texas, enough interest in and momentum
in competency-based teacher education had been ohtained to sustain it,
a slowdowﬁ in implementatigﬁ was said to bg noticeable. There are
few, if any, institutional rewakds for tt;g effort of designing.and

[ 4
implementing competgncy—based teacher education, so a legal mandate

4

) . _
at least provided a rationale, though some people insisted that competency-

based teacher education interfered with academic freedom. %
LN . . '

, -137- RS
b

«




For the attorney general, of course; competency-basedjeacher

4

education as an ideology or an attempt at mandated change was
Y ¥ . . . . .
peripheral; What mattered was that a statute passed in 1905 had

-

created teachers célleges and it applied-to the seven schdols still

in existence. The laiav held that, gn‘graduaiion,“ students were entitled

]

-3 . .
to a first class Texas certificate, whiclramounted to saying that if

they got a’ﬁdegree they were entitlegl to ceftification. As has happened
>

to other statutes, of course, this one was generalized to cover the

approximately- sixty colleges now in existence, even though'none are

——a -

+ < D
any longer purely te chefs‘ colleges. As already implied, although
. . ’
the opinions was raised in connection with competency-based teacher

education, it was not singled out. The larger question ig, for eﬁa;mple,
"\;rhether the state can mandate anything at all, and if competency-baged

tg;a:eher education cannot stand up under the opinion, then neither can
* «

the mandated Teacher Centers. In the opinion of one of the respondents,

} N

the state migpt be wise to recognize that it is in a legal mess, and that
a study should be launched to clea.t‘l it up. ifthe aft'orney general's

.opir;io'n is lassumed to be\ cor;'ec‘t, then the implication is that the whole
. Texas Edu'ca'iionAAgency framewori< must be reviewed. With all this
uncertainty, some respondent.s suggested that 1;he a;genéy internalize R

the Teacher Centér program, make the state the fiscal agency, and

allow it to become an agency, function. o
”

»

s
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Another quest1on that ar1ses is the role that the federal governrhent

. Should play w1th regard to the Teacher Center% 'gram Continued

financial assistance on the part of the federal government would permit ’

t

the effort in Texas to exist f‘?}' another year while these legal uncer- .

tainties are sorted out. Over the long haul, however, one respondent
. & .
felt that it was essential for the federal government to be able to collect

13

some data on important characteristics of the centers with more ’

¢, s

precision than has been possible up to this time. Unless this is done,

there will be'no way of tellih_g)vhet’her-federal money is or is not
‘ planting a séed. He suggested that experience now shows two dimensions

to be crucial, and that work is in progress on ways'to estabLish a profile
3 "

on each of them. The twﬁ d1mens1ons would dmonstrate what he called

structural potent1al and proc/jess potentlal. Structural potent1al refers
J * ‘! P LY
to the ex_tstence of mdlces that lead you to believe that cooperative

L4

act1V1ty is likely to take place, an example is a v1ab1e 11nk or connection

between a Teacher Center and the state. Process potent1al demonstrates

+

evidende that éach partner is working with concepts of systematic change.
Two particular-isr difficult problems arise here: one isto know how to

document the 1mpact of a particular program, the other is to help

>

professmnal people assess the1r needs. R is w1th regard to the latter

- program that the need for collaborat1on among different institutions and .
_ orgaffizations becomes paxg'amount, for colleges certainly cannot find

out what the goals of’the Schools should be by themselves. |
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/ P. GENERAL REMARKS ' .

Collaboration is a slippéfy miatter. \Everyorie has had the experience ”

of being émembgr of a group charged with accomplishing something and

has faced the confusion involved in achieving enough cohesion to work

coépératively and productively. Typically, just when, as a group member, ,
. : s/
one thinks that things have become fairly well sorted out, somenew

situation arises which makes one question whether the group has made any -

N~

progress in working effectively together or whether that is even possible,
) g v ’ £
It is useful, due to this confusion, to.consider for a m?ment an analogy )

between the dynamics of an advisory council and some generalizations that
7 .

may be made about the dynamics of groups generally. -~ /;

- < . Vd ) //

On occasion it was possible to see council membeps congratulating

: ) , A

] ) - 4 ’ ,. /
each other on the "openness" of their conversations and the honesty with

. , Bz )

which they felt they confrontéd and resolved their differences. It m{gt}t Ee '

»

a mistake, however, to consider such conversation about their interaction
P . .

-

- * rd - .
as an example of the openness and honesty for which they strive. Instead,

one may consider such conversations as "testing'' behavior on.the part of

the members and a first attempt at‘beéoming conscious of the process in-

! ’ ~

volved. Such comments can rth,én be understood to have a symbolic value--

[ s . ~

-

standing for attempts at establishing new norms rather than 'repx;esentmg'\\
- . ’/ - N -

. . , _yrd . . . RS
: exis;ting norms,.-Conversations of this type are common in the early

~— e — .

development of a_rgroup" when members have successfully completed a
. - . - e - .

. collabo‘fiti\ze task and are just as relieved that the moment is over as they

LI L

~

-
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.- are happy that they survived it.

.
Ved

-

~
l‘

.

J L
The collaborative bond 'be,tty.een members

oh -

can hardly be said to have been tested in such a situation although \certainly
a foundation may'have been laid. Similarly, councils may sometimes appear

more united in their opposition to an outside force than on a common goal.

. Members of a group can be driven together in common opposition to an

. outside force and later find- -upon removsl of that force--that they have

less in common than they first supposed.'or at least that they have been
protected from the opportunity of goiné‘through what one person termed,
in a different context, the "bloody bus1ness" of recognizing and accepting

their. own and each other s dlfferences. I\t 1s eas1er to unite in defense or
N ! ‘\.- .
oppos1t1on to an outs1de constramt thap it is to work at establishing collabora-

t1ve re1at1ox;1sh1ps. In fact 1t may be a rehef that such a constramt has

arisen since 1.t provides a good rat1ona1e for d1scontmumg the pa1nfu1

attempt at collaboration. For such reasons indices of collaboration which

—

have beqx discussed in this volume may be doubted. But these comments

- »

' are made not to cést a doubtful eye on the attempts at collaboration made

1

in Texa® but to further point out how difficult an undertaking it is to bring
‘ - v . -

N

together d1verse groups m an already comphcated issue. More subtle,

\

less well understood and harder to study intra and mterpersonal and inter-

group dynamics play a cr1t1ca1, determining role in setting up orga.mza-

wh,

tional structures. Merely to insist that the top1c of collaborat1on be looked

at i;s;)an unusual and courageous step for it is bound to touch on sensitive
$ . "
- /
matters. Yet studying it also draws, the actors' attention to it and may prod

"141." ‘,A!" :" !
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its nourishment--a point perhaps not 16st on those who commissioned the

study. . D
Such considerations of the dynamics of humai; interaction aside, this
-section will now summarize some éeneral issues abo:ut collaboration that

. emerged in'the course of the study. The comments Wwill be organized under

thé headings. of mission, organizational structure, and communication.

1. The Teacher Center Mission It was stressed by numerous
"-rrespondents that the pr,o%essional preparation of teachers is no longer the
prerogative of any single in_s‘titution. Moreover, collaboration on this task
among different partners su'c'k\I as the universities, the schopl districts, the
profess1ona1 associations, the service centers and the commupity must
' " amount to more tha.n just a polite association. Collaboratlon am on;g these
:'gmu ps is essential for the mutual resolution of common problems if not
also '-co the survival of different parties. But in <;rder for the different

-~

parties to collaborate there must be some agreement identifying the goals

{

and functions of a Teacher Center. -
'l

)

_The interviews see\m to show that identifyirig a mission or ciarifying '
the Teacher.Center concept is a developmenfal and evolutionary 1')'roc.ess.
At first there may be some general stz;.te;nents which are agreed to on paper.
' T1me and minimal resources are also set aside by the different partners.
The commitment to collaboration may, at that point, be superf1c1a1 or .-
at-least un:cested but as the Teacher Center members become engaged in

4 : . c .
different activities new criteria of commitment emerge. Engaging in actual ™’

activities provides a live test, serves to clarify the early thrust and en-

(S R -142~ ) '
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courages the hard task \of ordering good intentions. All of this, however,

takes time. Often clarification of the Teacher Center concept is gained by’

1o, real1zmg what it is not.

.7"'\‘} "'\l‘l

Once there is agreement on what purposes a Teacher Center might Ve

v

realistically serve, a milestone may have been reached but an unlimited

¢ 2.

number of additional questions are also raised. For exapmple, the originators

of the Teacher Center in Texas thought that their oberating expenses could

~

be paid through existing university and school district budgets. This notion

makes sense providihg a Teacher Center becomes invo%?d only in the place-

o

ment of teachers. But many Teacher Centers have progressed beyond

this original point to include other functions and it may now be necessary
N 7
" for the legislature to rethink that basic funding scheme. Not until a Teacher |,

c

Cente® knows what it is or knows what it wishes to become can it .dec_ide, .

for example, whether it needs space and if so what kind of space it requires, “

N

-

As basic purposes are debated the Teacher Center's scope of authority

may also come into question. At present different l,evelcs or spheres of

aut'hor1ty may be found among the Teacher Centers in.Sa'n Antonio the coun=

'u

cil or board is adv1sory, _in Fort Worth it makes pol1cy, and in Houston it

assumes certain implementation functions.

Besides the need for funds or the need to clarify the authority of a.

*

Teacher Center council relative to that of other existing bodies, a number

of other problems also arise in defmmg the Teacher Center mis$ion. The

+

/ different Teacher Center m-embers may brmg vastly different exper1ences

%
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and points of view to the table which may make for canstructive or destruc-

tive conflict.‘ Part of the problem is defining the roles of t.he different mem-

bers. Whatever collaboration may mean, insisting on something like parity

may be a simplistic solution. Since the partners involved differ both in

their interests and what they can contribute, it seems sensible to determine

¢

the abilities of Eeach pari:ngr apd what their contribution to the center might
be. Insisting on equai responsibilities.‘, for‘each member encouragés; people
to look for ways in which they cé.n assert'their veto power rather tharrfor

ways in which they can contribute. This is no small problem. The need to
ensure that each membef a.dequately contributes to the delibe;ations of the
cbt_mcil may be beyond the capabilities of any orga.niza’_gional structure ana

perhéps can only be satisfied l:{y the integrity of t‘h.ose with decision-making

responsibility.
) /

' Finally, there must be some reward for both the member institutions

and the individual representatives involved. This is particularly important

in the case of the universities whose reward systems do not appear at all

_.compatible wifh the functions of the Teacher Center. This too involves

1

understanding what the Teacher Center is so that rewards can be made to

correspond to its actual functions. Professional schools such as schools

-

of education may have to set their own standards for promotion (different

from those regulating their universities as a whole) which are in keeping*

>

with the differentroles they pla); ‘relative to their client syétems.. Collabora-

tion may not get far without such a move.
. o -144-
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2. Organizational Structure Given that form follows function, we can

- A

now consider the organizational structure appropriate to the mission of a
Teacher Center. At the state level this queétion involves deciding ‘where

Teacher Centers should be located to properly serve the state and relate

. i
effectively to the way the education service centers are distributed. At
the local level organizational structures must be found to accomodate

different mandates carrying out different influence. SB 8 specified that

the universities and the school districts should cooperéte in student teacher

education centers. In fact, it specifies that the colleges or universities
-4 - - ' ‘
should be the ones to initiate the efforts and hence may give them an influ-

Sy s _
ential edge gf.-ém‘the Start.” The state standards, though not carrying the.

]

force of 15w, specified that the professions should also be included. And
TCIES sought to make the funds it was 1:)1:*-(;.pared to ‘allocate to local
Teacher Centers tontingent on the inclusion of the education service c'gn-
ters and tﬁe cpmmunity on their advisory coungils. Due to these conflicts

it is not often clear to the members by what au,thority they sit on the

council although °it is clear to.them that they have differing degrees of *

power. At pre’sc?nt the basic organizational unit for the Teacher Centers has

not been determined. ' ) .-
. N . f-. ‘ - ‘ C e -

The size of a coun¢il and its ability to effectively make decisions ,

o " -

{afe obviously related. At thé moment couricil mer’f,xbe;*ship rahges from

4

_about a dozen to nearly seventy people. When large numbers of .r_epreser;—

: K ’ ‘ ! e .
tatives are involved a complicated system Jf committees and subcommittees
. | , :

hias been esntablished which creates logistical prque _‘ §;’ co.mplicated vdtir;g
. . "! ,

76
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procedures, and inconsistent terms of service. Large groups know they
eannot be viable and hence many important decisions are either made at
the committee level or else privately. In some }cases a partner such as
the educat1on service centetr or the community may not be represented on
the program or executive committee mvolved and thus loses its chance to
influence the decisions made. |

A challenge still facing the Teacher Centers which were part of this
study, and probably most other Teacher Centers as well, is to write an
effective and corn;;re’hensive set of bylaws. This, too, is probably an
evolutionary process. “As the different par'tners‘ work together, defining
the rules of. membership angd .pro'cedure will become increasi;ngly tmportaht,
and only after- operatmg for several years do some Teacher Centers find
it poss1b1e to become specﬁ:.c about criteria for membershlp, who may or
may not chair a ‘cornr‘nittee, “hov: representatives are chosen, and so on.

3

It'seems that only after members have been involved in some activity do

things like rules governmg tenure and a quorum become important.

Nevertheless, generally it is preferable to have bylaws written incremen-

~.

tally based on needs arising from exper1ence than to adopea standard set

of procedures. . The Teacher Center i$, after all, a un1que organization

and rules governing it must fit its ﬁ‘urposes.‘

As an orgamzanon s goals change, and as the environment within

, wh1ch it operates changes, the orgamzatxun may be called upon to change

its structure. Also, as is ewdent in Texas, SO much in an env1ronment

-

may remain continuously uncerftain or in flux (legal mandates, funding
~ M .

[N . L 2

-
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constraints or demahcis, changing personnel‘br me;nbership and so on) that
a Teacher Center finds it glesirablé to maintain a flexible organizational
postgre. Although this makes the érganizagtion adaptable and resporisive
to f:hanging currents it carries the risk of purpqselerss activity which .
din}iriishes the organization's effect. Thus, Teacher Centers may perhai)s
be us;efully classified according to the extent to W{IiCh 'théy retain a loose

, : . .
changing posture or they crystalize around a set of goals. Perhaps the
mg..nagerial—operational continuum and the centralized-decentralized

dimension mentioned in Section N would be pertinent to the construction

of such a classification scheme. It'is easy to underestimate the role that

-

2

= the loose organizational ar;'angements that character‘i'ze some of the
Teacher Centers ha:rea played in their develop'ment. It may he;ve peen
impossible to achieve ai r_npch as has béen achieved in Texas if the |
Teache;' Cen’gers- had not beén able to use the different sources of funds
which were available. This may be particularly so'in the case of TCIES

at the state level which had to conform to the changing national and state

~ programs and politics,

! 1
[P
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3. Communication‘\ Obviously a collaborative effort such as a

_Teacher Center will be severely hindered in its pperatidn unless healthy

~

unication channels exist within the organization and with its various

N\

. links to the“environment. | \

)

- - The organizational structure of a Teacher Center will influence the

LA ‘ . >

. amount and kind of communication that is possible. Very large advisory

& i .
,ég -councils may ‘be the result of attempting to adequately represent different

o 4 S 147~ . .
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groups interested in teacher cducation, but their very size may sériously

4

decrease the opportunity people have to know one another and eventually

to collaborate. A certain amount. ofsinformal interaction is probably

»
©

necessary in order to establish a basis for effective communicafion on
the many issues that confront a ‘Teacher Center.

Probably no collaborative effort is possible until there exists sufficient

.
e

unanimity on goals, purposes and structure. Lack of such agreement is
bound to lead to subterfuge which in the long run will be counterproductive.
On the other hand there will always be mu1t1p1e v1ewpo1nts, and m that .

sense, what is needed is not so much a smgle voice but a way of harmonizing

~ 4
N

the different voices. Besides building an effective internal communication

system among members the representat1ves themselves must fmd ways o

. > ’

of keeping their constituents properly mformed Although the adv1sory

N ]

councils are thought of as an input mechanism they must function Just as

‘~\ ‘-effectively it‘he other way around: to make member organizations: aware of
wha:t happens in the Teacher Center. Without this, it 1s unlikely that
mterest by member organizations in favor of the Teacher Centers w:ll grow.

. Th1s not only raises the quest1on of what is effectwe communication but

g | . also’ th the representatwes of a gweh orgamzat1on m1ght be. Typically,

| each member group has the feehng that "you can't understand us unless . ’

you re one of us. ‘ ThlS emphas1zes the difficulty that groups ‘have communi=.

cat1ng the1r pomt of v1ew to others. Some organizations 11ke un1vers1t1es

e
-

and school districts may find it easier to choose representatives. Deans

!
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or administrators exist which make them likely candidates .although it is

- .

. on the other hand, has no such ready-made functionary who could represent

r

it and its problem is more acute.’

. H
At present some representatives have more powér to commit their
’ y ’ b )

organizations than do others, althoﬁgh member organizations may always
choose to veto or not endorse an action their representative has taken.
Some representatives feel hampered because they must, in effect, poll

" their membership before they can fully support certa/in actions. Obviously

e pagn

both the veto power and the different degrees to which representatives can

! commit their organizations make collaboration difficult,

’ - . :
A Some councils also struggle with preparing adequate minutes and

“a

' . \ . 3 »
agendas, failing to make these available to council members in sufficient

A

time béfore a council meeting so they may have the opportunity to study
them tgnno.irghly. This is important not only because representatives have

to be prop'e-::ly"inforn'led but also because suépicion and distrust can be

created when such logistics are not handied properly. It may look as

though there is a strategy to impede discussion and input to decision making:

A number of different strategies are evident in attempts at facili=

e

tating c.ommunica‘ti_oﬁ. Coordination committees have been established at

‘the school district level, and Teacher Center representatives have gone

to various colleges and universities in order to explain thg‘if program. In
. - - :

order to achieve better understanding among the major partners, rep-

.9 ‘
-
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h not always clear that they would be tl’Qest re'presentative‘s. The community,
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resentatives have been choéen who are at least familiarswith the cultures
_ of the schools and universities. However, formal attempts at orienting
new members (and organizations to each other) might be helpful as well as
gréater emphasis on what each me;'nber group étands to gain from coopera-
'ti'vek' participation. It is also becoming clear to the Teéacher Centers visited
that rules of membership must not be disadvantageous to particular groups.
For example, it is important not to change representatives too often since

knowledge about the needs of the Teacher Center and the necessary status

to act on that knowledge is only earned over time.

«

Finally, some vehicle must be found to make effective contact with the
Texas Education Agencyﬁm\t;each Teacher Center. Some, of course,
have a state representative sittin their council but this will not be

. possible for each Teacher Center. A type of ombudsman is needed who will
. ~ .

-
be particularly responsive to the-needs of the local Teacher Centers.

¢
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